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Preface


The aging American workforce—known as the Silver Tsunami—and a declining labor force is creating many consequences. Consider these projections:


	About 10,000 baby boomers in the United States will turn 65 every day until about 2030.1

	By 2020, about 25 percent of the U.S. workforce will be comprised of workers age 55 and older.2

	More than one in three chief executives in the United States is age 55 or older and will soon be eligible for retirement.3

	The number of new entrants into the workforce is likely to fall short of the total of boomers headed for retirement.4

	Nearly one-third of the federal workforce—including 46 percent of air traffic controllers—will be eligible to retire before 2017.5

	In only two years, the Internal Revenue Service has already lost 10,000 employees to retirements and attrition.6



To cope with these daunting challenges, many organizations are establishing and implementing organized succession planning programs, while others have experienced renewed interest in career development programs. Indeed, career planning—known by various names, including employee development—continues a rebirth of interest, emerging in a form that differs from widely used approaches in the 1980s.

A great need continues today to integrate succession planning programs with career planning programs. Succession planning programs help to ensure the continuity of talent needed to preserve economic growth and organizational viability. Career planning programs help individuals discover their career goals and provide reasons to qualify for advancement—or simply keep their skills current—as employability in a new economy places more responsibility on individuals to remain competitive in a dynamic labor market.

Integrating career planning and succession planning is essential because career plans give individuals goals to develop themselves and methods by which to do so. Succession plans provide organizations ways to focus on meeting their talent needs over time and provide direction to development efforts. Both career planning and succession planning share development as a means to an end but approach it from different directions: career planning tends to be bottom up (from individual to organization); succession planning tends to be top down (from leaders to individuals). Career plans give individuals reasons to develop themselves; succession plans shape the efforts of organizational leaders to identify the talent needs of the organization and systematically develop that talent.


The Purpose and Contribution of this Book

The key purpose of this book is to update the systematic approach by which to integrate career planning and succession planning programs. Succession planning provides for an organization’s continuing talent needs. It is an inherently top-down process in which the decision makers select potential replacements as well as identify talent requirements for all job categories, functions, and locations in which the organization operates. Talent is, after all, key to an organization realizing its strategic objectives. Career planning, on the other hand, gives individuals an opportunity to identify their career goals and develop themselves to achieve those goals. Without career planning, succession planning is a wish list; without succession planning, career planning can be a roadmap leading to an uncertain destination.



The Intended Audiences of this Book

This book is written for vice presidents, directors, and managers of human resources, HR practitioners and specialists, and line managers. This book is a relevant text for undergraduate and graduate courses in human capital, human resources, succession planning, or career development curricula. This book is a practical, how-to guide to help readers understand how to integrate career and succession planning programs. As such, it meets a growing need experienced by today’s HR practitioners, line managers, and students of the profession.



The Knowledge Base of this Book

The book has a threefold knowledge base. First, the authors are collectively experienced in establishing and implementing career and succession planning programs. Hence, one base of knowledge stems from the authors’ experience.

Second, the authors have assembled, reviewed, and distilled research and literature about succession planning and career planning from 2000 to the present. This thorough literature review provides the basis for supporting assertions about effective practice.

Third, the authors conducted select interviews with practitioners who have established and implemented succession planning and career planning programs. The goal of the interviews was to “dig deep” into what the interview respondents had learned from experience and share that with the book’s readers.



The Organizational Scheme of this Book

This book is organized in four parts and consists of 16 chapters. Part I is “Making the Business Case for Moving Beyond Career and Succession Planning: Why They Must Be Integrated.” The two chapters in this part make the case for integrating career planning and succession planning efforts in organizational settings. Chapter 1 is titled “Reflections on the Contemporary Business Scene: Why Career and Succession Planning Must Be Integrated.” Chapter 2 is “An Approach to Integrating Career and Succession Planning Programs.”

Part II, “Foundations for Integrating Career and Succession Planning,” consists of six chapters. Chapter 3 discusses the links between human capital, workforce planning, and training and learning and development. Chapter 4 describes how to establish an infrastructure in an organization to support career and succession planning programs. Chapter 5 discusses the importance of considering diversity—centering on age diversity—in career planning and succession management. Chapter 6 focuses on competency models and value systems as foundations for career and succession planning programs. Chapter 7 describes how to use assessment and evaluation in career and succession planning. Chapter 8 introduces information management technology to bring efficiencies to career development and succession planning.

Part III, “Strategies for Integrating Career and Succession Planning,” consists of six chapters. Chapter 9 reviews coaching and mentoring programs as tools for narrowing developmental gaps. Chapter 10 reviews the concept of self-directed learning as a tool to convert employees into lifelong learners. Chapter 11 explains how self-assessment programs can help individuals pinpoint and then narrow their own developmental gaps. Chapter 12 explains the importance of “emerging” leaders and leadership development to implement career and succession planning programs. Chapter 13 presents the relevancy of employee engagement in developing your organization’s talent and Chapter 14 focuses on skill gaps plus some additional employee and organizational approaches to the subject of this book.

Part IV, “Addressing the Future of Career Development Succession Planning,” consists of two chapters. Chapter 15 points the way toward the future, offering predictions about the future of integrating career and succession planning programs, while Chapter 16 provides questions and answers about integrating career and succession planning programs.

The book ends with six appendixes. Appendix 1 explains how to build a business case for HR and talent management. Appendix 2 presents a lexicon of workforce-related terms. Appendix 3 is a high-level look at the 2011 National Survey of Working America.

Appendix 4 offers some interesting observations of four generations that may be found in the same workplace. Appendix 5 clarifies 25 differences between a coach and a mentor. Appendix 6 introduces the new Talent Development Reporting Principles (TDRp). The book ends with a subject index and biographical sketches of the author team.

Taken together, the 16 chapters in this book provide a starting point for considering how to build competitive synergy by integrating career and succession planning programs. Our advice: enjoy—and use—the information in this book.
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Part I

Making the Business Case for Moving Beyond Career and Succession Planning: Why They Must Be Integrated


One

Reflections on the Contemporary Business Scene: Why Career and Succession Planning Must Be Integrated


In this chapter, we deal with several issues facing organizational leaders at every level with career development and succession planning responsibilities:



	How does your organization currently measure up to employee development initiatives? A self-assessment questionnaire will help you measure your organization’s focus on valuing employees and aligning “people policies” to support your organization’s performance goals.

	Where is the “puck” really going? Or why it is imperative to anticipate changes in the workforce and not be forced to react due to lack of understanding and preparedness?

	Learn how the federal government is tackling serious human capital shortfalls that could erode the ability of many agencies to economically, efficiently, and effectively perform their missions.




The realities of the future workforce are also revealed in this chapter plus the business case for career development and succession planning is made. The stage is set to begin the journey into developing the future workforce by using contemporary and forward-looking career development.


In our first career planning and succession management book published in 2005, we related that many retirements were expected in all U.S. economic sectors. How times change in 10 years when a global financial crisis is mixed with a technology evolution that is on steroids, and an extra measure of helter skelter political agendas is thrown in. To help understand U.S. workers’ outlook regarding jobs and benefits plus financial concerns and future plans, Towers Watson, a global professional services firm, has been tracking those issues. “America’s workforce is aging, with older workers becoming a larger share of the labor market. Many of these workers have no choice but to delay retirement, and a significant number are more stressed, less healthy and less engaged than other workers, thus posing the risk of hidden pensioners on payrolls. Employers might want to act to keep older workers more engaged and to ensure that their retirement programs are aligned with their workforce.”1

Add to that commentary on retirement programs, ManpowerGroup’s annual Talent Shortage Survey found that “35 percent of employers on average report having difficulty filling jobs due to a lack of available talent. This is the highest shortage since the start of the global recession. Changing demographics, technological evolution and a world prone to political, economic and social shocks have created a global environment in which talent shortages are the rule rather than the exception. As business cycles have become compressed so, too, have skills cycles.”2

Now organizational leaders are scrambling with career planning and succession programs to (1) align retirement programs with workforce requirements as well as (2) attempt to retain talent and buck the “lack of available talent” trend. Another very plausible need for a retention strategy is to address the increasing number of free agent workers in the workforce who maintain limited loyalty to a single organization. To remain ahead of the low supply and high demand for high-potential employees, leaders must become proactive by establishing and implementing long-term talent plans that are integrated with strategic business plans.

Career and succession planning are both efforts intended to address gaps between what is and what should be. Career planning focuses on individual goals compared to existing roles and competencies. Succession planning focuses on meeting the future talent needs of the organization at all levels. Integrating them brings together individual interests and organizational needs.

However, to achieve integration, human resource efforts must be aligned with the goals of individuals as well as organizational goals. Examples of human resource interventions, which may encourage (or possibly discourage some) individuals to take action to develop themselves, include:


	Workforce planning

	Recruitment and hiring

	Employee actions such as promotion, transfer, job rotation, cross-training, dual career tracks, job enlargement, job enrichment, job rotation, phased retirement, sabbatical, temporary assignment, and other employee movement practices and policies such as job-sharing, flexible work hours, telecommuting, and compressed work week

	Employee orientation and socialization to help individuals become enculturated to the organization

	Employee training

	Performance management

	Coaching and feedback approaches

	Employee development

	Other relevant HR policies and practices, including reward policies3




Meanwhile, global consultants PI Worldwide, a global workforce analytics consultant network, proposed career development as one approach organizations can evoke to ensure the appropriate workforce is available to meet organizational requirements and that employee skills are up-to-date. “The current workforce talent shortage is challenging human resource and business leaders’ abilities to attract, train, and retain necessary workers, and this concerning trend is expected to continue.”4 This is why leaders of all organizations must continuously seek answers to these important questions:


	What are the projected retirement dates of the organization’s workers (by name), and what percentage of workers is eligible for retirement at any given time?

	Does the organization’s workplace climate encourage or discourage worker satisfaction as dissatisfaction as related to absenteeism and turnover?

	How do employees interpret their psychological “work contract” and concepts such as “lifetime employment” and “lifetime employability?”



Finding answers to these and other difficult questions about human capital are essential if leaders are to strategize effectively for the future. Jack Welch, founder of the Jack Welch Management Institute at Strayer University and former chairman and CEO of GE, put people and strategy in perspective: “Getting the right people in the right jobs is a lot more important than developing a strategy.”5

Use the self-assessment checklist, Table 1.1, to establish a baseline for developing employees through career development and succession planning programs in your organization. This checklist can aid in creating a human capital organizational culture that focuses on valuing employees while aligning “people policies” to support the organization’s performance goals.

Table 1.1 Self-Assessment Questionnaire about Your Organization’s Employee Development Program

Directions: Read each item below. Then, place a check mark () in the appropriate column: Yes, Sometimes, or No.
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Scoring: Add scores based on this scale: Each Yes response = 2 points; each Sometimes response = 1 point; each No response = 0 points.




	If the Score of Your Organization Was
	Then



	24 to 30 points
	Congratulations! You and your organization are on the right track to ensuring the future through efficient and effective interaction with your employees.



	15 to 23 points
	More work needs to be done to improve organizational effectiveness in interacting with employees.



	14 points or below
	Pull out all the stops! Begin immediate improvements to the organization’s efforts to interact with and develop employees.





Source: William Rothwell and others, Career Planning and Succession Management (Westport, CT: Praeger Publishers, 2005), 5–6.

Human Capital as a Business Strategy

The Society for Human Resource Management (SHRM) published a striking assessment of changes in the world of human capital in these times. “A changing workforce, global competition, advances in information technology, new knowledge, the 2008 global recession and demands for sustainable performance have forced corporate leaders to examine and re-evaluate how they manage and operate. In response, they are utilizing new technologies, changing their organizations’ structures, redesigning work, relocating workforces and improving work processes. These changes have significant implications for how their human capital should be managed and how their HR functions should operate. The issue is how to use HR measures to make a true strategic difference in an organization’s performance.”6

The ability to recruit, develop, and retain the right people in the right roles is a fundamental equation for long-term success in every organization. To achieve this, organizational leaders must collectively develop a talent management strategy and link it to its broader corporate strategy through a strategic workforce plan. This process becomes problematic as most organizations continue to face an ever-increasing shortage of talent. In many organizations, the lack of a sufficient operational talent pool plus the often missing actionable workforce plan inhibits the ability to sufficiently staff those needs over the long term.

The organizational landscape is described by two perspectives. Resource- focused organizations create staffing plans that focus on numbers such as headcount targets and related costs that overlook vital people-related issues which may put the successful execution of workforce strategy at risk. Talent-focused organizations, by contrast, focus on people-related factors by investing in employees’ careers, personal development, and job satisfaction which most often bolster organizations’ long-term success.7

Meanwhile, the career landscape is characterized by two perspectives as well. From the employer’s perspective, developing people is paramount to maintaining future competitiveness, but is difficult when roles and required skills are evolving quickly. And that makes it challenging to plan people’s development, create definitive career paths, and make long-term commitments. From an individual’s perspective, relying primarily on one’s current employer to provide opportunities or a clear career path is a thing of past. It is well understood that the best options for career growth, professional satisfaction, and job security reside in building skills and experiences that make the individual highly valued. External opportunities are often more obvious and more appealing than internal ones.8 Employees today must refocus on lifetime employability rather than depending on lifetime employment.

In the early 2000s—prior to the 2008 global recession—then-secretary of labor Elaine L. Chao proclaimed that “to succeed in the 21st century, our workforce must be able to anticipate and swiftly adapt to changes in our economy—changes in how we work, where we work, and how we balance our professional and family lives. Many of the changes are dramatic. We cannot simply react to these changes; we must anticipate them.”9

Internationally known author on career issues, Beverly Kaye and coauthor Sharon Jordan-Evans wrote, “Never before have companies relied so heavily on their human assets for their competitive advantage. You need your best people to stay, regardless of economic ups and downs. By stay, we mean that your talent has not just ‘checked in,’ but is ‘tuned in’ and ‘turned on’ as well. They are engaged in the business of the business. Engagement and retention are two sides of the same coin.”10 (Refer to “Employee Engagement,” Chapter 13.) Bradley Hall explained in The New Human Capital Strategy, “As the world’s economy globalizes and competitors proliferate, competitive advantage—a compelling reason to do business with an organization—has become increasingly important. The differentiating variable for sustained business performance is effective management of human capital.”11

One of the U.S. largest financial institutions, Wells Fargo, maintains five primary values—based on its vision—that provide the foundation for all it does. “Our most important value is this: we believe in people as a competitive advantage. We strive to find the best people from a diversity of backgrounds and cultures, give them the knowledge and training they need, allow them to be responsible and accountable for their businesses, and recognize them for outstanding performance. Products and technology do not fulfill the promise behind a brand—people do, people who are more talented, more motivated, more energized than their competitors. We believe our people will out execute our competitors every time because they care more than our competitors do. While we do this, we expect to have fun, too.”12

In the modern-day organization, the only certainty is uncertainty. Changing demographics, technological evolution, and a world prone to political, economic, and social shocks have created a global environment in which talent shortages are the rule rather than the exception as business cycles and skill development cycles have become compressed.13

Speaking of change, reflect on the mid-1970s when a different revolution affected nearly every organization and worker. Traditionally, the term career implied “a series of upward moves, with steadily increasing income, power, status, and security.”14 Douglas T. Hall introduced the concept of protean career in which individuals (rather than employers) were the driving forces behind their careers.15 This concept ran counter to many traditional assumptions about loyalty, mobility, and job security. The business world continued to hear much about “wars” for talent,16 how to win talent wars,17 and how to solve talent issues.18 Concepts such as the boundaryless career,19 the boundaryless organization,20 the emotional economy,21 and the free agent worker22 were clear indicators that the business world was transforming.

Then in the 1980s, as John Naisbitt introduced his megatrends or 10 new directions for transforming our lives,23 Tom Peters was searching for excellence24 and thriving on a chaotic management revolution.25 Joel Barker wrote about how paradigms figured into discovering the future as new business strategies established new paradigms for workers.26 In the early 1990s, Hal Rosenbluth, then CEO of Rosenbluth Travel, revealed a key secret behind his organization’s century of success by proclaiming that customers came second while employees actually ranked first.27 In 2003, American Express (AmEx) acquired Rosenbluth International. Both American Express and Rosenbluth Travel frequently appeared on the Fortune list of 100 best companies to work for in America. AmEx uses social media to recruit job candidates.28

Lydia Dishman and a team at Fast Company analyzed the 2014 list of Fortune’s 100 Best Companies to Work For and found several common traits. “Trust and engagement are particularly noteworthy traits among the top 100. Great Place to Work found that not only did these key elements make staff happier; they were 87% less likely to leave. This has a direct impact on the bottom line as less turnover means there’s no need to spend money and time recruiting and training new hires.” Other commonalities of the top 100 companies include “opportunities for employee growth, organizations consider succession planning, company values are integrated in their culture, and they let ideas trump seniority.”29

The knowledge economy, an era first recognized in the 1960s, is characterized by “a greater reliance on intellectual capabilities than on physical inputs or natural resources.”30 Wharton’s Adam Grant wrote about the key to professional success in the knowledge economy.


We’ve all observed that there’s a rise in project-based work, which corresponds with the knowledge economy—fewer dedicated jobs and long, stable careers and much more, “How do I combine a skill set with a need that you have?” And I think that as we see these kinds of shifts in the workplace, we’re going to see “giving” skills become more important, because a lot of getting work done then becomes about working with, for, and through other people.

All of these flattening structures, these ad hoc collaborations that require improvisation, are, at their core, about interdependence. And the data show that it’s in interdependent situations that givers thrive. So if you’re the kind of person who enjoys helping others, when you’re working in a team, you have the ability to make the team better and really multiply the team’s success in a way that, ideally, reverberates to benefit everyone in the team.

Today, in these structures, which are both flatter and more improvisational, I think that givers are going to find that their reputations start to take off, and that the people who are willing to support them, and champion them, are the people who respect them for their generosity.31



At the 2011 annual meeting of the World Economic Forum, ManpowerGroup determined that “the world had entered the Human Age, a volatile and fast-changing new era marked by the rise of talentism—the new capitalism that puts unprecedented value on talent as the driver of business success. Worldwide talent shortages persist as employers refine and upscale skills requirements to ensure they create a workplace that meets ever-increasing demands for efficiency and productivity.”32

Then, because of the world economic upheavals, global recessions, and other financial crises during the first decade of the twenty-first century, society’s new reality is the “new normal” mind-set of doing more with less. This new reality of optimizing human potential will be the single most important determinant of future business success and growth in the Human Age. It will require business and government leaders to reexamine how they unleash and leverage human potential in an increasingly volatile and shifting world.

In its most basic form, the U.S. economy is driven by the relationship between population, demand for goods and services, and the labor force. The concepts presented in this book are meant to educate the reader about the development of the U.S. labor force. A solid understanding of this development is crucial to success in the twenty-first century.

A trio of leaders at Appirio, a San Francisco–based global services company, prepared a 2014 white paper with five predictions that address the future of HR linked particularly to technology advancements. One technology prediction is, however, linked to HR and global talent.


According to an online poll of nearly 900 workers in the U.S. and Canada, 83 percent of the workers said they will “actively seek a new position” [in 2015]. (Source: Manpower Group) Another study showed that co-worker quality is more of a priority than compensation even in a world where a large percentage of the workforce works virtually. (Source: Towers Watson Global Workforce Study) Workers are looking for training and development, experience and exposure, and flexible hours so they can work within a 24-hour day. The workforce wants cash bonuses and free healthcare. The majority (70%) of Millennials across the globe are looking for opportunities to work in different countries. Motivators and drivers of these workers are very different from past generations. No longer is outspending your competitor the way to win the war for talent.

To add to HR’s challenges (but we see them as opportunities), the one-to-one relationship between work and an employee is (we believe) dying. While an audacious declaration, solely relying on your existing population to get work done is a way of the past.

Clearly, the workforce has changed. Clearly, the way work gets done has changed. So what does this mean to HR? What is the impact on the enterprise? Organizations that are leading their competitors are re-tooling to meet the needs and wants of their workforce. How? By obtaining real-time information regarding their workforce’s needs and wants. Organizations are also re-tooling the way work gets done. Companies are utilizing freelancers, communities, and crowdsourcing to work on and complete projects. Crowdsourcing is a means of tapping into the global talent pool to accomplish work. Work is managed using advanced technology to parse projects and send out tasks. Organizations reimagining how work gets done are not only benefiting from the cost of the location where the work gets done, but are also benefiting from the skill sets available across the world, thus increasing the quality of the work and driving innovation.33





Specialized versus Generalized Career Planning

Internet and database technology have allowed free agents and skilled specialists to market their services around the world and develop a unique customer base. Meanwhile, organizations often need specialized expertise to contribute solutions to a unique project or design and deliver training on exotic work. In this case, the free agent consultant and the organization match perfectly. However, if specialists fail to remain at the leading edge of their professions, demand for their services will quickly disappear.



The Shrinking Globe

There is no geographic isolation anymore as the world is becoming a shrinking globe which is forcing managers and workers alike to learn about and deal with the rules of other cultures. These four key questions are important for leaders of global organizations, especially, to acknowledge and consider sooner rather than later:


	How are organizations defining talent and global talent development?

	How is talent development related to talent management?

	How do organizational leaders establish an objective language to talk about and measure talent?

	What are the components of an effective global talent development program?34





Newfound Loyalties

Employers’ commitment to workers is now temporary, lasting only as long as there is work to be done. Likewise, many workers no longer expect a traditional employment contract; instead, workers make a commitment to their own craft or skill repertoire. Workers must learn—as part of a continuing growth pattern—to pick up new skills so they will be less vulnerable to business and economic risk.35



The Future of Work

As early as the mid-1990s, Hall and Associates suggested that the concept of “work” would be unpredictable in the future. To begin planning for a career, individuals must invest time and effort to explore the future of what work really is—and what it will become. When considering “the future” in any context—societally, technologically, or in the human resource business—Moore’s Law thinking must be invoked; while progress means advancing, the rate of progressive change is also increasing exponentially (think about: from Kitty Hawk to the moon in one lifetime). Because of that rapid change theory, many have written about the difficulty of predicting the future of the workforce.

In The 2020 Workplace, authors Jeanne Meister and Karie Willyerd wrote of the future of work and workers, “All the major factors that will define this 2020 workplace are already in play. The future new employees … are now in their middle school years. The technologies that will define the 2020 workplace are in design stages today. The workplace of tomorrow is being shaped today, driving primarily by globalization, the introduction of new ways of working, the usage of emerging technologies and the shifting demographics of the workforce.”36 Examples of this workplace reshaping are provided by Meister and Willyerd’s 20 predictions of what the workplace will look like by 2020:


	[Employees] will be hired and promoted based upon [their] reputation capital.

	Your mobile device will become your office, your classroom, and your concierge.

	The global talent shortage will be acute.

	Recruiting will start on social networking sites.

	Web commuters will force corporate offices to reinvent themselves.

	Companies will hire entire teams.

	Job requirements for CEOs will include blogging.

	The corporate curriculum will use video games, simulations, and alternate reality games as key delivery modes.

	A 2020 mind-set will be required to thrive in a networked world.

	Human resources’ focus will move from outsourcing to crowdsourcing.

	Corporate social networks will flourish and grow inside companies.

	[Employees] will elect [their] leader.

	Lifelong learning will be a business requirement.

	Work-life flexibility will replace work-life balance.

	Companies will disclose their corporate social responsibility programs to attract and retain employees.

	Diversity will be a business issue rather than a human resource issue.

	The lines among marketing, communications, and learning will blur.

	Corporate app stores will offer ways to manage work and personal life better.

	Social media literacy will be required of all employees.

	Building a portfolio of contract jobs will be the path to obtaining permanent full-time employment.37



The concept of “work” continues to evolve as a new paradigm: it is not about what a person is or should be, or what that person does, but is about who he or she is and can become. “Work today can and should be thoughtful and significant. It should improve the experience of life. As a worker, employment can be more than a means to a paycheck. It can be what it has always been to the capitalist: the unleashing of human potential.”38

To stay current in a skill and remain employed, individuals must continuously acquire and build competencies through self-directed lifelong learning (see Chapter 10). Many ubiquitous economic and business changes—technology for one—are causing a dramatic shift away from the idea of lifetime employment to the realities of lifetime employability. Consider that the world is on the brink of a global employability crises—an oversupply of available workers but with an undersupply of qualified workers. “This is a frustrating and complex conundrum for job seekers in the short term as unemployment remains high, and employers in the long-term as forces, such as the demographic landscape, dictate the availability of talent.”39

“As the economic downturn persists, companies are asking employees to take on multiple tasks. In this new world of work, job opportunities will go to those who can play a number of different roles. With companies looking for multi-skilled employees, learning new skills can have a profound effect on your career.”40

The media industry—both print and broadcast—provides an excellent example of the technological impact of the proliferation of mobile devices on the workforce and multiskilled employees. With digital journalism, also known as web-first, web-centric, or online journalism, news content is disseminated through the Internet. As the print and broadcast industries compete for audience—and a more solid financial footing—both are competing for “eyes on mobile devices.” And that is turning the media workforce upside down. Where print journalists only wrote stories and photographers captured the news visually, now many media organizations have laid off photographers and now require reporters to write and photograph stories with their smartphones. Additionally, print journalists are now recording video of news events to upload to their newspaper’s website. Radio journalists are instructed to take digital photos and video on smartphones to upload to their radio station’s website. Now, the multiskilled newspaper reporter who can write as well as artfully record events in the digital domain is in a much better career position as is the radio news reporter who is multiskilled in the world of videography.



By the Numbers

The Monthly Labor Review, December 2013 issue, featured the U.S. Bureau of Labor Statistics (BLS) biennial projections for 2012–2022. Since the last set of BLS projections in 2010, economic recovery in the United States has taken hold. As the economy continues to improve in the wake of the Great Recession, the long-term patterns of growth and industry activity can be more readily observed. Because the projections cover a 10-year period, BLS does not attempt to predict fluctuations in the business cycle and assumes that the economy will have reached full employment by 2022, the target year for these projections. In a full-employment economy, any existing unemployment is attributable to the usual churn of workers who are transitioning between jobs.

In the coming decade, demographic changes are expected to have pervasive effects on the nation’s economic outlook. As individuals age, their consumption patterns change and their demand for healthcare and related services rises. These trends are expected to play an important role in the growth of output and employment. In addition, by expanding insurance coverage to millions of Americans, the Patient Protection and Affordable Care Act will place even greater demands on the healthcare system.


Highlights of the 2012–2022 U.S. projections include:


	Labor force growth will slow to 0.5 percent annually as participation rates decrease among younger and prime-age workers and as more baby boomers leave the labor force.

	Slow gains in the labor force will limit the potential growth in gross domestic product as it is projected to increase at an annual rate of 2.6 percent.

	Total employment is expected to grow by 1.0 percent annually, with the fastest job gains occurring in the construction sector and the healthcare and social assistance sector.

	Occupations related to healthcare, healthcare support, construction, and personal care services are projected to add a combined 5.3 million jobs, an increase representing approximately one-third of all employment gains over the coming decade.41


	The number of jobs in occupations requiring a master’s degree for entry is projected to grow by 18.4 percent, which is faster than the growth rate of any other educational category. Occupations requiring a high school diploma are expected to add the greatest number of new jobs, accounting for nearly 30 percent of all employment gains to 2022.

	The dominant pattern of declining labor force participation is projected to continue, largely because of the substantial number of baby boomers moving into older age cohorts.

	As demand for medical services increases as a result of population aging and expanding medical insurance coverage, the healthcare sector and its associated occupations are expected to see sizable gains in employment and output.

	The construction industry, as well as the occupations that support it, also will experience rapid growth in employment and output. Employment in the construction sector is expected to return to its long-term trend of increase, a rebound consistent with expectations about future population growth and the need to replace older structures. Although the projected growth in this sector appears rapid because of a low starting point brought about by the Great Recession, construction employment and output are not expected to reach their pre-recession levels.42




While on track to create 55 million new jobs in the United States by 2020, projections simultaneously highlight a shortage of five million workers without the proper education or training to fill these positions. Of those 55 million projected job openings, it’s estimated that only 24 million openings will be for new jobs while 31 million will result from retiring baby boomers.

The Center on Education and the Workforce at Georgetown University also took a forward look to the year 2020 and predicted the state of the American economy. The study results, Recovery 2020, provides vital labor market information such as which fields are expected to create the most jobs, the education requirements required to gain employment in the United States, and the skills most coveted by employers. Study highlights include:


	Notwithstanding failure to resolve the federal government’s budgetary challenges, the U.S. economy will grow from 140 million to 165 million jobs by 2020.

	By 2020, 65 percent of all jobs in the economy will require postsecondary education and training beyond high school.

	By educational attainment:
-35 percent of the job openings will require at least a bachelor’s degree

-30 percent of the job openings will require some college or an associate degree

-36 percent of the job openings will not require education beyond high school



	Job openings in healthcare, community services, and STEM courses (science, technology, engineering, and mathematics) will grow the fastest among occupational clusters.

	Judgment/decision-making, communications, analysis, and administration will be the four most in-demand competencies in the labor market.

	The demand for physical skills has continued to decline over time, except for “near vision” which is necessary to read computer screens and other types of documentation.

	The United States will fall short by 5 million workers with postsecondary education—at the current production rate—by 2020.43




For example, the healthcare industry is projected to add over four million more jobs than any other industry between 2012 and 2022, and it is projected to be among the fastest-growing industries in the economy while more than 250,000 additional public health workers are needed by 2020 to avert a public health crisis.44 The Council on Graduate Medical Education also predicted a 10 percent shortfall of physicians by 2020.45 Fifty-five percent of today’s registered nurses can be expected to retire between 2011 and 2020.46 Meanwhile, employment in occupations related to STEM (academic disciplines of Science, Technology, Engineering, and Mathematics) is projected to grow to more than nine million through 2022.47

Although this is not an economics text, we cannot overlook that “the U.S. monetary policy choices going forward are explicitly tied to labor market performance. Hence, the sharp decline in the labor force participation rate following the 2007–09 recession has become a salient topic.”48


Labor force is a measure of the number of people available for work and includes both people who are employed and those who are unemployed (those not working but actively looking for a job). It excludes active-duty military personnel and the institutionalized population, such as prison inmates. Highlights of BLS labor force projections include:


	By 2022, the number of people in the labor force is expected to increase by about 8 million.

	Labor force participation rates are projected to fall slightly for both men and women.

	As aging baby boomers continue working, the number of 65- to 74-year-olds in the labor force is projected to increase more than that of other age groups. Workers ages 75 and older are expected to have the fastest rate of growth.

	The labor force will continue to become more diverse. For example, whites’ share of the labor force is projected to decline and Hispanics’ to rise over the decade.49






The Contingent Worker: Temporary, Part-Time, Contract, and Other Nonstandard Work Arrangements

With new social media and other advanced technologies in hand, it is easier, more practical, and affordable—now more than ever—for workers to become free agents or independent workers. “Companies can reach out flexibly to individuals, while new types of talent brokers50 connect free agents with project-based work in virtual marketplaces.”51 The information technology industry (including call centers) is the outsourcing and offshoring pioneer. However, more and more organizations and industries are realizing numerous benefits of utilizing a pool of skilled and available workers on a contingent basis “cost flexibility from adjusting staff sizes up and down based on business requirements; greater speed and agility as talent needs can change on a dime; and a boost to innovation as contingent talent brings in new knowledge and fresh ideas based on experiences outside of the company or even the industry.”52

The Bureau of Labor Statistics offered some surprising data regarding people working in entrepreneurial and self-employed status. The BLS reported that 14.4 million Americans were self-employed at the beginning of 2014. Of those, 9.2 million were unincorporated self-employed workers and another 5.2 million were incorporated. Interestingly, in 2000, the number of self-employed was also 14.4 million. Since then, there have been some modest ups and downs, but no change overall. The long-term trend in the percentage of workers who are self-employed actually appears to be downward.53

Regarding the “roller-coaster effect,” some strategists speculate that this is caused by corporate outsourcing, a process in which organizations trim their labor forces to slash payroll and then rehire released workers as independent, self-employed consultants who are responsible for their own increasingly expensive health insurance and other benefits. In many instances, workers who experienced a corporate “reduction in force” and are rehired by the same organization as consultants use that opportunity to establish themselves as free agents.

According to Daniel Pink, some become “soloists” who work from their homes (or even a coffee shop), use the Internet as their business platform, and create an independent business that may or may not be connected to other small, medium, or large businesses.54 Others choose to become temporary employees (temps) and, through association with temporary employment agencies, work on short- or long-term assignments for different organizations. Yet other “independents” join other free agents and start small businesses or “microbusinesses” made up of only a handful of people.

In 2006, the Government Accountability Office reported there were about 42.6 million “contingent workers,” meaning “agency temporary workers (temps), direct-hire temps, on-call workers, day laborers, contract company workers, independent contractors, self-employed workers, and standard part-time workers.”55

What follows is a list of various nonstandard positions that stand in stark contrast to the so-called permanent employment relationship that was once expected to endure from postschool employment to retirement:


	Self-employed knowledge workers

	Proprietors of home-based businesses

	Temps

	Permatemps

	Freelancers

	E-lancers

	Independent contractors

	Independent professionals

	Micropreneurs and infopreneurs

	Part-time consultants

	Interim executives

	On-call troubleshooters

	Full-time soloists56




Table 1.2 features the names and definitions of workers with nonstandard work arrangements according to the United States Department of Labor.

Table 1.2 Workers with Nonstandard Work Arrangements
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The Federal Government: Human Capital Management Initiative


Since 2001, the U.S. Congress, the federal Office of Personnel Management (OPM), and executive branch agencies have taken action to address the U.S. federal government’s human capital challenges. In 2002, Congress passed legislation creating the Chief Human Capital Officers (CHCO) Council, composed of the CHCOs of 24 executive agencies and chaired by the Director of OPM. In 2004, through the Federal Workforce Flexibility Act, Congress provided agencies greater hiring flexibilities. OPM issued guidance on hiring reforms, developed a hiring toolkit, and launched an 80-day model to speed the hiring process.


Leadership: The CHCO Council advises and coordinates the activities of member agencies on current and emerging personnel issues. Among its recent initiatives, OPM and the CHCO Council established a working group in September 2011 to identify and mitigate critical skills gaps. The group has developed a framework and timeline for identifying and addressing government-wide and agency-specific skills gaps and must define workforce plans, implement recruitment and retention strategies, and measure the effects of these initiatives.

Strategic human capital planning: Integrating human capital planning with broader organizational strategic planning is essential for ensuring that agencies have the talent and skill mix needed to cost-effectively execute their mission and program goals. If this integration is not carefully managed, anticipated retirements could cause skills gaps to develop further and adversely impact the ability of agencies to carry out their diverse responsibilities.

Talent management: Ensuring that federal agencies are able to recruit, develop, and retain personnel with the necessary skills is critical to closing any skills gaps and maintaining a workforce that will meet its vital missions. Congress, OPM, and some individual agencies have taken important actions such as providing and using flexibilities to improve the hiring process and making investments in training and development.

“Furthermore, government agencies have increased their emphasis on performance and results-driven outcomes, thereby impacting talent management strategies. Agencies are focusing more on the talent management process by identifying the most critical projects and matching the skills needed to meet desired goals.”57

Results-oriented organizational culture: Leading organizations have found that to successfully transform themselves they must often fundamentally change their cultures to be more results-oriented, customer-focused, and collaborative.58



Strategic human capital planning that is integrated with broader organizational strategic planning is essential for ensuring that government agencies have the talent, skill, and experience mix they need to cost-effectively execute their mission and program goals. Workforce planning is essential now because agencies are facing a wave of potential retirements. Government-wide, an estimated 30 percent of federal employees on board at the end of fiscal year 2011 will become eligible to retire by 2016. The government’s top leadership and management ranks also face potentially high levels of retirement. About 58 percent of senior executives and 45 percent of pay scale General Schedule (GS) -15s who were on board at the end of fiscal year 2011 will be eligible to retire by 2016. Likewise, certain occupations face the potential of large numbers of retirements. Nearly 46 percent of air traffic controllers and 68 percent of administrative law judges will be eligible to retire by 2016.59

The federal government is facing evolving and crosscutting challenges that require a range of skills and competencies to address. Moreover, retirements and the potential loss of leadership and institutional knowledge, coupled with fiscal pressures, underscore the importance of a strategic and efficient approach to acquiring and retaining individuals with needed critical skills. If not carefully managed, anticipated retirements could cause skills gaps to develop deeper and adversely impact the ability of federal agencies to carry out their diverse responsibilities. The Government Accountability Office has identified government-wide skills shortages in cybersecurity, acquisition management, and foreign language capabilities.



Making the Business Case (See Appendix 1)

Retaining—rather than replacing—high performers and high potential talent decreases replacement costs and minimizes employee turnover. Jac Fitz-enz thoroughly examined the costs of terminating an employee, which can vary greatly depending on the type and size of an organization, and categorized those costs as:


	Termination expenses incurred in out-processing to staff time

	Replacement expenses such as the costs involved in the hiring process (assuming the employee will be replaced)

	Vacancy costs or the value of lost revenue the former employee would have generated

	Productivity costs or the amount of revenue lost before the new hire’s productivity is equivalent to that of the departed employee



Ancillary costs may include:


	Advertising the vacancy

	Agency fees incurred if a headhunter is used

	Travel expenses if candidates are interviewed in person

	Relocation costs if provided to move the selected employee

	Recruiter costs involved in the employee search



These costs (potentially amounting to hundreds of thousands of dollars per employee) may be saved if visionary organizational leaders establish and implement effective retention programs.60






Employee Turnover


Simply stated, employee turnover occurs when an employee leaves an organization and is replaced by someone else. The concept is simple, but the implications could be devastating based on a variety of factors including: why employees are departing, the number of employees leaving as well as at what frequency, and at what level within the organization. Departing employees are typically replaced, but this is not always the case. An economic downturn can cause a reduction in force (RIF) as departing employees are not replaced and the workload is redistributed among remaining workers or is outsourced.

The transformation of an organization from a traditional to a futuristic structure is another reason why employees may not be replaced by direct hires. The traditional employee structure relies on a large core group of permanent employees, sometimes supplemented by employees available for extraordinary or seasonal requirements. Specialty work may be contracted out to organizations with core competencies that are able to perform that work best or at the lowest cost.

A futuristic structure maintains the same three categories of workforce, but their size is essentially reversed. The core group of permanent employees now becomes the smallest in number, while supplemental and outsourced employees become the largest group in the workforce. This structure results in a lower turnover ratio, but each individual plays a more significant role in the organization. One implication is that organizational leaders are well advised to establish retention programs geared to keep people who possess critically sensitive and often proprietary knowledge. Corporate mergers, which may prompt RIFs, and globalization, which may prompt some work to be sent offshore, may all profoundly impact employee headcount and influence turnover rate.

Why an employee leaves an organization may be clarified by differentiating two categories of turnover: voluntary (preventable) and involuntary (unpreventable) losses. Voluntary refers to an employee’s act of separating from an organization on his or her own volition (this would normally be categorized as a “preventable loss” from the organization’s standpoint). An involuntary departure is one that is not the employee’s choice but often results from a decision made by the organization which is usually considered an “unpreventable loss.”

For example, retirement may be either voluntary or involuntary. An organization with a mandatory retirement age would categorize an employee’s retirement as involuntary because it was not the worker’s choice to separate. If no mandatory retirement policy is in place and an employee chooses to retire, this is classified as voluntary because it is a preventable loss.

The number of employees leaving an organization over a given period must also be monitored and analyzed by a retention management program. If many employees are separating voluntarily in a short time, these preventable losses must be investigated. Are job opportunities surfacing elsewhere at a higher pay rate or with more appealing benefits? Do employees harbor pent-up frustrations with current working conditions or supervisors? Such questions must be examined to stabilize the workforce and retain key talent. If employees at high levels of responsibility are separating voluntarily, it may be a symptom that an organization’s succession planning program is not functioning properly—or worse—is nonexistent.

No matter how much effort and care is put into developing a sound retention management program, there will always be employee turnover. The key is to minimize turnover through an effective career development program, ultimately stabilizing the organization’s bottom line. Integrating a career development program with a succession planning component secures an organization’s financial investment in human capital so that other business strategies and initiatives may be aggressively pursued.

The National Institute of Standards and Technology61 echoes clearly in its issue sheet to chief executive officers that “with a sharp focus on human capital, employees are no longer considered a cost, but rather an investment. And, [organizations’] executive officers are expected to present clear strategy and direction for staffing their respective organizations. Their own value to their organization is, in part, measured by how skilled they are at recruiting and retaining key employees.”62

Integrating career and succession programs is addressed in Chapter 2.


Two

An Approach to Integrating Career and Succession Planning Programs


Understanding the total impact that corporate scandals, terrorist attacks, aging employees, and sudden illnesses have upon an organization’s workers is key to maintaining competitive viability in a global marketplace. Implementing a strategy to retain, develop, and recruit employees that can make the most substantial impact on the bottom line requires an organization that is committed to the successful integration of career and succession planning programs. This chapter examines multiple questions relating to this issue:



	What are the benefits of succession planning, career planning, and integrating career and succession planning in an organization?

	What model can aid in conceptualizing succession planning?

	What model can aid in conceptualizing career planning?

	Why is there a need to integrate career planning and succession planning?

	What model can help to integrate career planning and succession planning?

	What action steps are necessary to integrate succession planning and career planning successfully?




To begin this chapter, you will be asked to complete a strategic self-assessment relating to your organization’s current state of employee development and how successfully your organization’s career development program and succession planning program have been integrated. Understanding your organization’s current state is the first step in moving to a fully integrated business model that will not only maximize your employees’ contributions to the organization but will also provide a rich source of talent that can be leveraged in the future.


Succession planning has surged to the forefront of executive attention due to recent corporate scandals, the disastrous loss of key people due to terrorist attacks or sudden illnesses, and growing awareness of widespread aging among the leadership ranks in businesses, government agencies, and nonprofit organizations. As Durst and Wilhelm wrote, “An ignorance of knowledge attrition caused by employee exits is considered as careless and can lead to considerable consequences regarding both an [organization’s] financial capital and intellectual capital, or in other words an ignorance of the danger of knowledge loss is associated with a missing or improper succession planning.”1 Implementing an effective succession planning program decreases the risk of losing key people, increases employee job satisfaction, and improves the likelihood of matching the most qualified individuals to the most crucial work.2Further, succession planning offers a competitive advantage over other organizations that are not farsighted enough to possess an effective succession strategy.3A comprehensive succession planning process enhances typical human resources tasks by clarifying what talent is available within the organization’s talent pool.4

Results of a Society for Human Resource Management Retention Practices Survey revealed that 61 percent of over 450 HR experts believe that the lack of career planning activities poses an employee retention risk.5 One reason is that dynamic and shifting workplace requirements have fostered a change in employee values and the expectations of their employers. Individual workers want to participate in career planning activities that enable them to do their daily tasks better, remain employment-ready in a dynamic labor market, and position them for internal promotions.6

A succession planning initiative, combined with a career planning program, can minimize retention risks while developing talent poised to meet the organization’s future competitive challenges. William J. Rothwell suggests this method is “best understood as any effort designed to ensure the continued effective performance of an organization, division, department, or work group by making provision for the development, replacement, and strategic application of key people over time.”7 This partnership between career planning and succession management highlights the needs for a systematic and long-term commitment. Organizations that avoid an “event” mentality and consider whole systems planning will not only provide for short-term replacement planning but could also reap the benefits of increased employee engagement, leadership development, reduced time to fill, decreased turnover and recruitment costs, and strong leader options at each position included in the plan.


Introductory Activity Integrating Career Planning and Succession Planning

Pause a moment to rate your organization on how well its career planning and succession planning efforts are aligned with its strategic objectives. Use the assessment appearing in Table 2.1. When you finish, continue reading the chapter.

Table 2.1 Rate Your Organization on the Integration of Career Development and Succession Planning

Directions:

Rate how successfully your organization’s career development program and succession planning program has been integrated by using this rating tool. For each characteristic of a best-practice career development program or a succession planning program appearing in the left column below, circle a number in one of the right column to indicate how well you believe your organization manages that characteristic. Use this scale for your ratings: 1 = Very Poorly; 2 = Poorly; 3 = Neither Poor Nor Good; 4 = Good; and 5 = Very Good.

Ask other decision makers in your organization to complete this form individually. Then add up the numbers from the right column and compare notes. See how others rated the relative success of your organization’s career development program or succession planning program.
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Interpreting Your Scores




	If the Total Score for Your Organization Was …
	That Means …


	1
	50–40
	You and your organization deserve congratulations. Your organization has effectively integrated career and succession planning.



	2
	39–30
	Your organization is doing pretty well. Your organization’s career program and succession planning programs are reasonably well integrated. Examine areas with lower scores so you know what areas should be the focus of improvement efforts.



	3
	29–20
	Your organization is doing a fair job of integrating career and succession planning programs. You have some important efforts in place but may need to spend some time to fix some others. Steps should be taken to become more effective at integrating career programs and succession planning programs.



	4
	19–0
	Your organization deserves a failing grade. To have an effective and integrated career and succession planning program, you and your organization should take immediate steps to improve what is being done. Get to work!





Source: William Rothwell Career Planning and Succession Management (Westport, CT: Praeger Publishers, 2005), 28–30.




The Benefits of Succession Planning

Organizational leaders continue to realize that the long-term viability of their organization is at stake as they seek to recruit and retain qualified talent to meet strategic objectives. Succession planning consists of a systematic, long-term approach to meeting the present and future talent needs of an organization to continue to achieve its mission and meet or exceed its business objectives.8 The succession planning process takes time, persistence, and consistent review.

Effectively managing succession planning yields many benefits, including:


	Enables the organization to assess its talent needs by establishing competency models or job descriptions

	Allows leaders to identify, and tap in record time, key people who are available to fill critical work functions

	Provides avenues for present and future succession planning and discussions about how to develop talent

	Defines career pathways through an organization

	Provides for a higher return on investment from employees

	Leads to the appropriate promotion and preselection of people to meet organizational goals




Benefit 1: Enables the Organization to Assess its Talent Needs by Establishing Competency Models or Job Descriptions

Understanding an organization’s business needs can be difficult due to global competitive issues, available talent pools, and general uncertainties in consumer demand. Few organizational leaders take a proactive stance to attract and retain talent through comprehensive succession planning until gradual turnover escalates or the organization experiences the sudden loss of high-profile talent.9

A major benefit of the succession planning process is that it leads to a formal evaluation of current job functions and people. This formalized process is the first step in developing competencies for each role. The process can be daunting to contemplate if leadership is only thinking short term. However, when organizations consider the long-term benefits of understanding all the roles and the inherent skills and abilities needed to effectively perform them, they will see significant benefits. This enables the development of competency models that provide profiles of ideal performers by job category, department, or hierarchical level. The mismatches of people and work challenges that severely affect retention rates and work results become easily apparent.

Talent management begins with the interview and selection process when competencies (knowledge, skills, and abilities) are identified. Human resources or departmental leadership should carefully assess the employees attributes and match to the role they are best suited. If the role choice process is not highly conscious, employees are often placed in an open position rather than a best-fit position. Having a clear set of competencies, reviewed on a consistent basis for changes in role needs, will make the talent matching process more effective, thereby decreasing negative outcomes.

A robust onboarding program, a process of integrating new employees, can decrease turnover costs. Turnover alone can be an expensive issue as studies indicate that the cost of replacing individuals can range from 20 percent of total salary for those making over $50,000 annually up to 213 percent for an executive’s annual salary.10 The competency modeling and onboarding programs should be implemented for every employee level. An organization that ensures the new chief-level suite and entry-level talent is evaluated, matched, and then fully integrated will see benefits in engagement and return on investment in a multitude of strategic areas.



Benefit 2: Allows Leaders to Identify, and Tap in Record Time, Key People Who Are Available to Fill Critical Work Functions

A second benefit of succession planning is that it encourages organizational leaders to evaluate the key people available to fill critical work functions at present and in the future. An examination of employee competencies can reveal individuals who meet mission-critical organizational tasks, perhaps on short notice. Many organizations spend valuable time filling vacancies or “plugging holes” as they arise rather than inventorying talent resources and building the talent pool. A thoroughly developed job competency model will pinpoint the competencies essential to satisfactory or exemplary job performance in the context of a person’s job roles, responsibilities and organizational relationships, and its internal and external environments.11

While competency models describe the people who do the work, they do not measure how well individuals are performing in a given time span. (Read more about competencies in Chapter 6.) The best practice in succession planning and management programs is to integrate competency models (which describe the people who do the work) with their measurable work results in a given time span.12 In many instances, job competency models can identify underlying characteristics of employees—motives, traits, skills, aspects of self-image, social roles, or bodies of knowledge—leading to effective or superior performance in a specific job. Subsequent evaluations of individual expertise (performance measure) will likely uncover many transferable skills that can fit into other mission-critical work functions.

The succession planning process also provides key stakeholders with information on high potential employees (HiPos) in the organization and identifies developmental gaps (differences between individual competencies and those needed for subsequently higher levels of responsibility) and thus helps to underscore future training or employee development requirements. The analysis of developmental gaps (gap analysis) also provides valuable information for career planning programs by dramatizing to individuals what differences exist between their existing competencies and what they need to realize their career goals. A key point is that the competencies essential to success at one level do not necessarily qualify individuals for advancement—nor does a long tenure with the organization.


Benefit 3: Provides Avenues for Present and Future Succession Planning and Discussions about How to Develop Talent

The third benefit of a succession planning process is that it provides a comprehensive inventory of available talent that can be tapped perhaps on short notice. The finding of talent is becoming increasingly difficult as talented employees plan for departure or have already left, threatening the organizations ability to meet short- and long-term strategic outcomes.13

This invaluable information plays a key role in realizing future talent needs to meet strategic objectives by facilitating the development of talent to fill important positions as needed. Creating talent pools can transform a static list of replacements into a dynamic and executable document that can be used for short- and long-term succession planning. See the Talent Pool Worksheet, Table 2.2, for help in creating talent pools for any department or position level in your organization.

Talent Pool Worksheet

Utilize this worksheet to assist leaders to not only create a list of potential successors but also to contemplate which employees already possess the competencies to successfully perform the job function as well as those who hold potential. If your organization has not created a competency model and defined competencies for each role, then that might be a next step. A competency model will allow the leader to match skills with specific role functions and maintain a clear definition of what is needed in each key position. Without distinct competencies, each leader may have differing expectations for each role and when it is time to pull from that particular pool, a selected employee may not possess the requisite skills. This could lead to lost time, money, and strategic outcomes for the organization and a sense of failure and disengagement for the employee.

Table 2.2 Talent Pool Model

Column headings to be used to establish your organization’s talent pool.
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Employees who are “ready” and those who are designated as talent potential will likely need a varying amount of resources and skill development opportunities. Further delineate the needed opportunities for each employee and decide who will be held accountable for creating the individual development plan for each employee. Merely identifying names will not allow the succession plan to be effective. Career development opportunities must pair with the succession plan to realize the full potential.

Conversely, this information can assist in limiting growth objectives due to the lack of star or exemplary performers. Identifying future talent requirements is an important responsibility of key stakeholders. Understanding present and future human resource needs provides a clear competitive advantage over other organizations that fail to do so. It also facilitates discussions to guide individual development to meet individual career goals.


Benefit 4: Defines Career Pathways through an Organization

The definition of career pathways is often an important by-product of assessing organizational needs, identifying key personnel, and establishing a succession planning effort aligned to the organization’s strategic business plan. Clarifying career pathways throughout an organization allows employees to understand where they currently fit in the business unit, and more importantly, where they can go in the future if they take initiative to acquire essential competencies. Clear career pathways make it easy for individuals to see what they need to do to develop themselves to qualify for advancement. That also takes away a common cause for employee attrition.

When career pathways have been clarified, managers can also better understand what coaching and other developmental experiences they must provide to their workers to help them qualify for advancement. That also makes succession planning more effective, thereby establishing credibility and support for the effort. It is critical that companies not start succession planning out of desperation but rather foster an environment that implements the objectives of the program.14 Leaders should also define top talent, high potentials, and key employees.15 Providing employees with distinct definitions help them determine if they want to be included in a specific talent pool. That decision could, in turn, set a direction for gaining needed skills, education, training, and/or mentoring. It also could open a line of communication between the employee and direct supervisor to discuss and evaluate their career goals.

Now define and perhaps even identify who holds these fundamental positions in your organization: key employees, top talent, high potential, high performer, critical position. If you or your team struggles to define each term or if you sense others define them differently, this should bring about a leadership conversation. Until leadership has clear definitions and communicates them to employees, the employee will have difficulty finding a path or be too frustrated to choose the path to promotion which can result in lost talent.



Benefit 5: Provides for a Higher Return on Investment from Employees

Most organizational initiatives require some kind of change. But a well-planned succession effort can prepare people more effectively for the challenges they will face as the future unfolds. A well-planned succession effort also leads to more effective use of resources to build talent. That leads to a higher return on investment in employees and their development. Research indicates that organizations that plan for high-level executive succession realize improved fiscal returns.16 Most of these cost savings are attributable to reduced attrition and less need for employee retraining that can result from capricious, vague, or nonexistent succession planning efforts.

Additionally, a properly implemented succession plan provides employee incentives (promotions) through the clarified career pathways discussed previously. This clarification of career pathways can also offset salary expenditures by increasing productivity as individual employees try to move up the corporate ladder.17 As many organizational leaders attempt to cut costs and measure the benefits of all human resource efforts, this benefit alone can help to build a convincing case for succession planning.



Benefit 6: Leads to the Appropriate Promotion and Preselection of People to Meet Organizational Goals

The intended benefit of succession planning is to identify, develop, and properly place qualified individuals into key positions to meet present and future strategic needs. A clear and attainable promotion process is a proven workplace motivator.18 This process is one direct result of an effective succession planning effort. Promotions can serve a dual role, increasing the ability to properly match organizational needs with qualified talent and providing a means to monitor and reward employees’ contributions to the organization.

Organizational leaders have many reasons to promote employees internally once they have established a formal succession plan. One reason is to retain star performers and show the value of clarified career pathways. Organizational leaders tend to tap into their own internal labor force for key positions especially when employees undergo specific in-house training for that purpose.19


Another important issue is the ability to remove individuals from a succession plan. Employees expecting to be key players in the future based on their competencies are motivated to sustain their performance and develop themselves for the future. Competency models play a crucial role in identifying the monitored progress of a specific employee. Return on investment from employees can be maximized by avoiding placing unqualified or unmotivated employees into positions for which they are not qualified. This is especially important when considering the negative impact an improperly placed person, especially a manager, can have on direct reports.

A final consideration for leaders is that succession planning and the effective management of that plan allows for scheduled evaluation and modification of the plan, including its education, training, promotion assessment, placements, and satisfaction ratings with employees, management, and other customers. It will not be enough to create and implement the plan as this does not allow for feedback, adjustments, or metric evaluation for strategic outcomes which are important in every organizational effort that utilizes resources at this level.

Traditional approaches to succession planning provide some strategies to align an organization with best-practice models. Many organizations suffer from the lack of adequate internal career planning programs because leaders make it a practice never to tell employees if they are successors or are in the talent pool. Those leaders never have a chance to present their career intentions to an employee. Career planning can be integral to an effective succession planning program. It provides many benefits directly linked to succession planning. What follows in the next section is an examination of these benefits.




Employee Needs and the Benefits of Career Planning

Employee development should receive more attention as employee retention becomes increasingly important for many organizations. Career planning, as a field, has evolved from the vocational guidance movement first created with the publication of Choosing a Vocation by Frank Parsons in 1909.20 While rapid technological advancements continue to affect career planning, the basic philosophical precepts of this process have evolved relatively slowly. Many issues influence the individual career planning process, including but not limited to the individual’s:


	Educational background

	Physical abilities to perform certain job functions

	Psychological stability and awareness

	Economic situation

	Circumstances that help to shape the individual’s career21




Individual career planning is also affected by an individual’s exposure to activities that “enhance a person’s career planning or enable that person to make more effective career decisions.”22 Career planning is a subset of life planning. What people choose to do in their careers can be shaped by their life decisions about where they want to live, when they want to marry, how they will partner with a mate or significant other, how many children they wish to have, and other life issues. Career planning is effective only with people who know what they want and do not want in their lives in total.

As work-based career planning models have evolved through technical advancements, the fundamental tenets of career planning theory have become inadequate.23 Constantly changing jobs creates the need to refocus on career planning as a tool for retaining and improving the competencies of the present workforce. To be effective, career planning activities need to occur while the employee is engaged in work to ensure that maximum transferability of work-specific knowledge and applications can take place. It is easier for employees to learn and adapt to work functions when they occur in real time, within a natural state, as this necessitates an ability to address change as it occurs.24

A relationship clearly exists between career planning and employee development. After all, employee development focuses “on identifying, assuring, and helping evoke new insights through planned learning. It gives individuals opportunities to grow; it gives organization’s employees who are capable of working smarter rather than harder because they have a burgeoning storehouse of creativity, experience and knowledge from which to draw as they do their work.”25 In short, employee development—having a broader meaning than training and development—is a tool for building the competencies needed to help people prepare themselves for the future.

Evidence suggests that people want those competencies. Research revealed that 86 percent of surveyed workers felt that it was important to obtain career-enhancing work training as a model for self-improvement, while 97 percent felt that having the most current, applicable skills needed to perform their jobs was imperative. When employees take the initiative for career planning activities, they are best able to align their own personal growth and job competencies with the organization’s strategic objectives.26

Because of the changing nature of workforce demographics, basic education levels, and legislative mandates, workers’ expectations of individual, focused, skill set enhancement has come into clear focus.27 A career planning program provides an abundance of benefits, especially when tied to a succession planning program. Three major benefits of a comprehensive career planning system are described next.



Benefit 1: Career Planning Improves Retention

One way to improve employee retention is to offer a comprehensive employee development program. Employees have evolved in their workplace values. Today’s employees want training, a clear understanding of the competencies needed in their places of employment, and opportunities for upward mobility. Employers that choose not to offer a career planning program may face higher rates of turnover and dissatisfaction from their workers.



Benefit 2: Career Planning Improves Employee Morale and Job Satisfaction

Organizational employee development initiatives are integral to employee morale and job satisfaction, which illustrates the importance of supporting such activities in the workplace.28 Managers who have successfully participated in their own professional career planning processes tend to encourage that practice in those they supervise.29




Benefit 3: Career Planning Improves the Organization’s Bottom Line

A career planning program contributes to the bottom line. Companies with high levels of employee satisfaction and morale have lower turnover than organizations that have lower levels of satisfaction and morale. That, in turn, cuts costs.

High retention rates can add other benefits to an organization. First, the need to train new employees on basic operations, policies, procedures, and work expectations is reduced. Up to six months may be required before a company receives a return on the investments in salary for a new hire. Increased retention rates thereby maximize corporate returns on workers.

Second, organizations that support employee development see the payoff in that workers are prepared for change, having been developed for it. A properly selected, well-trained, and heavily committed workforce makes it easy to build a succession planning program that taps into internal talent. As in any effective initiative, a well-defined action plan is crucial to successful implementation. A half-hearted succession effort has the potential to destroy itself and any career planning program by building worker cynicism.

A review of the steps in establishing and maintaining a succession planning program is presented in the next section.




The Organizational Succession Planning Model

An effective organizational succession planning model provides a roadmap for action. An effective succession effort is not a one-shot effort. It requires a long-term commitment across several long-term change efforts that are designed to build a culture that encourages development. See Table 2.3 for a 10-step succession model by William J. Rothwell that may be used to guide any organizational succession plan; details about the model follow.


Step 1: Clarify the CEO’s Expectations

Almost any organizational change effort demands support from the top of the organization. But a succession program requires an extraordinary commitment from the CEO to make things happen. It is not enough for the CEO to pay it shallow lip service and then delegate this “people program” to the HR department. That is a guaranteed recipe for failure. A succession program is unique in that it demands not just support but participation from the top if it is to be successful. The CEO and increasingly the board of directors as well as senior leaders reporting to the CEO must take a hands-on approach to making things happen.

All too often, CEOs agree with the notion of succession planning and its potential benefits, but they do not support it through fiscal, personnel, and procedural practice, let alone drive the daily operations of the effort personally. While many organizational leaders are beginning to see the value in succession planning, few are willing to see it through with the commitment it requires. Increasingly, succession planning is being driven by corporate accountability, global economic issues, and efforts to manage the organization’s human resources strategically.30 Boards of directors are not only guiding corporate policies and procedures but are demanding to see how CEOs are personally involved in succession issues.31

Table 2.3 A Step-by-Step Model to Establish and Maintain a Systematic Succession Planning Program
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Step 2: Establish Competency Models and Value Models

Competency models are key to succession planning. They provide profiles of ideal performers at present and in the future. In that way, they make it clear what talent needs to be developed at each level. They also provide a way to align which employees are selected and developed with the organization’s strategic objectives. Competency models go further than describing the characteristics of employees and what they need to have to be successful on the job. The models also define how they should be applied within the workplace and work settings.32

But competency models are not enough for the simple reason that successful work results are no longer enough. Specific attention must focus on values and ethics. Corporate leaders are challenged as never before to articulate what ethical standards they expect, what values they advocate, and then confirm future leaders at all levels are the type of people who will get results by playing by the rules, complying with laws, and embodying and modeling ethical behavior. The succession planning process must not only focus on realizing strategic objectives but also on ensuring that the people selected and developed are ethical.



Step 3: Conduct Multirater, Full-circle Assessment

A competency model describes what should be. But it does not indicate how well individuals compare to the model. One way to do that is by conducting a multirater, full-circle assessment or a 360-degree assessment. Gathering information on an individual’s potential is essential and makes it very clear that success at one level (such as supervisor) does not necessarily guarantee success at higher levels (such as executive) because the competency models for each level are different, reflecting real differences in expectations.

Gathering detailed information about individuals can be time-consuming and expensive, but it is essential. Assessment makes it possible to pinpoint developmental gaps between an individual’s present repertoire of competencies and those necessary for success at higher levels of responsibility (vertical advancement) or broader levels of responsibility (horizontal advancement along a continuum of professional or technical abilities). Those gaps must be identified if individuals are to be developed for the future.33

Increasingly, it is insufficient to compare individuals to only competency models as work performance alone is not enough. Individuals must also demonstrate that they behave in accord with corporate codes of conduct, are ethical and moral people, and embody the value system that the organization’s senior leaders espouse. To do that, it may be necessary to compare individuals not just to the competencies required for success but also to the behaviors, values, ethics, morality, or code of conduct of the organization.



Step 4: Establish (or Reengineer) a Performance Management System

Performance management (sometimes a term in search of a meaning) should measure how well employees are acquitting the performance expectations at their level of responsibility. Performance management is thus intended to measure individuals’ success at their levels of responsibility. Without measuring success, organizational leaders would not know how well people are performing their present jobs. They may therefore be inclined to break a cardinal rule of succession planning which is to promote only those who have been successful at their current levels of responsibility.

However, performance management systems are fraught with many problems in today’s organizations, one of which is they are not taken seriously so everyone is rated at a high scale. A second problem is that they do not measure people on the same basis as the competency models established for each level or job category. It is nearly impossible to determine how well people are performing in their current positions compared to requirements identified for success at their levels. A third problem is that organizational leaders may not uniformly require performance management forms to be completed at all levels. The result is executives are exempt when they may be the ones whose performance track record is needed most to make informed succession decisions.



Step 5: Establish Potential Assessment

While a performance management system accounts for present performance, it does not compare an individual to requirements at higher levels. While a multirater, full-circle assessment can do so, some method must be established to compare individuals to the requirements at higher levels. There are many ways to achieve this comparison, such as assessment centers, psychological profiles, and other methods used individually or collectively.

Potential assessment also offers individuals an opportunity to make their career wishes known. There is no point in identifying successors who do not wish to be considered for higher-level responsibility. Increasingly, employees are opting to remain in a current position so they can enjoy their work–life balance. Without asking individuals about their future goals—which is an important role of a career planning program—organizational leaders may make costly, foolish mistakes by assuming all people will accept promotions when, in fact, some may have no interest in doing so.



Step 6: Establish a Means of Ongoing Individual Developmental Planning

Effectively implementing the succession planning model may reveal two individual gaps. One gap may exist between present performance and present expectations. These are managed during the performance management process. Only after problems with present job performance have been addressed should the second, and future, developmental gap between future potential and present performance be addressed.

Narrowing the developmental gap requires an action plan. Individual development plans (IDPs), sometimes called individual learning plans, provide that action plan. IDPs should identify what developmental activities should be undertaken to help an individual prepare for the future. IDPs should clearly identify what the individual should do, how the individual should do it, how success will be measured, and when the efforts are to be measured and completed. IDPs may also require an honest dialogue between individuals and their immediate supervisors (or others such as mentors) about individual career goals and interests.



Step 7: Implement Individual Development Plans

It is important to clarify what is required to implement an IDP. When asked to think of developmental efforts, many managers think first of “sending an employee to a training program or an executive development experience.” However 90 percent of all development occurs on the job and in the work setting. If a person is to learn budgeting skills, the best thing to do is make him or her accountable for creating the department’s budget and then coach the person through the effort. If a person is to learn about the organization, then long-term work rotations or short-term task force assignments are likely to achieve that objective. A staggering number of methods are available to develop people. It requires managers to experience a paradigm shift in their thinking about where development occurs and how it is carried out. Development is interwoven with performing on the job.



Step 8: Establish a Competency Inventory

Many organizational leaders closely monitor production levels to maximize revenue. Most production goals involve providing enough goods to meet demand while minimizing excess inventory. Human capital inventory is similar. The formulation of a competency inventory provides decision makers with real-time competency data on their current workforce. Ideally, this system is tied to technical support. It is increasingly important to know where the in-house experts can be found.

Organizational leaders—particularly in large organizations—do not know where the talent is for the simple reason that they cannot know everybody in the organization. To find talent, they must devise ways of inventorying it and cataloging it. Their efforts must go beyond simplistic, old-style skill inventories that track individuals by their education, job titles, self-professed foreign language fluency, and other superficial criteria.

Instead, an inventory must be established around what competencies employees have actually demonstrated in the organization and must be described in language that is unique to the organization’s work processes, culture, and industry-related issues.



Step 9: Establish Individual and Organizational Accountability

Both succession planning and career planning efforts require support from individuals, their immediate supervisors, and senior leaders. Support in this context also means accountability. While planning an IDP may be a simple thing, implementing it often not.

If there is one Achilles heel of all succession planning efforts, it centers on accountability or lack of it. What happens if an individual’s IDP is not implemented over one year? Are there consequences to individuals, their immediate superiors, and even to senior leaders? In short, what happens when developmental objectives are not met for individuals—or even for whole departments or divisions? How are people held accountable for that?

If the answer is that they are not held accountable—as is, unfortunately, too often the case—then the succession planning program will surely fail. Alternatively, if people are rewarded for achieving their developmental objectives, punished for not doing so, and their immediate supervisors are similarly rewarded or punished for achieving measurable developmental objectives for those reporting to them, then the succession planning program is more likely to be successful.

Of course, not all organization leaders are comfortable with rewarding or punishing people. As a result, alternatives may have to be explored, such as holding senior-level meetings in which developmental issues are discussed. Since few senior leaders want to go in front of their peers and report that they did nothing, communicating about development may be one way to hold people accountable for results.

Similarly, individuals can also reward or punish themselves for achieving— or failing to achieve—their own personal career goals and objectives. Developmental objectives may be part of those goals. Not all reward systems must be based on explicit rewards. It is possible to have implicit rewards as well. It is for that reason why workers with the best performance and highest potential are sometimes the toughest when assessing themselves. Their own personal standards may be far higher than what their supervisors expect.



Step 10: Evaluate Results

It is vital to regularly assess the impact of any effort. Evaluating a succession effort allows key stakeholders to make informed decisions about it, and that, in turn, should lead to continuous improvement. Succession programs can be evaluated in financial terms.


	Was money saved on external executive searches?

	Were people available in-house to fill expected or unexpected vacancies?

	Was the time-to-fill metric (the time to find a qualified applicant) reduced through the introduction of the succession program?

	Was turnover of all employees—or high potentials—reduced after the succession program was introduced?



Answering these questions may provide valuable information about how well the succession planning program is working, what enhancements might need to be made to it, and how well it is meeting the needs it was intended to meet.




A Career Planning Model in Relation to the Organization, the Individual, and Society

Medical doctors refer to the side effects of medicine meaning that a drug intended to cure one illness may impact the user’s health in another unpleasant. Career planning programs may also have side effects though not all are negative. Career planning that influences the individual, the work group, or organization creates by-products that impact other facets of life. The trend is for career development professionals to adopt a holistic approach when helping individuals and organizations meet career planning goals. Table 2.4 illustrates this concept and shows how career planning can affect individuals, organizations, and society. Although shown as a step-by-step or linear model, it depicts a cyclical process as business needs and strategic objectives of organizations change and as do individuals. Each component of this model deserves some explanation.

Table 2.4 Individual, Organizational, and Societal Career Systems
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Career Development of the Individual Worker

Career planning for individuals has traditionally been the key focus since the early twentieth century. Table 2.4 portrays the process by which an individual addresses career planning issues by first presenting the concept of individual self-assessment. Unfortunately, many individuals do not know exactly “where they are going” in their careers. They tend to arbitrarily select career pathways hoping to experience positive outcomes.

One way to deal with this problem is to adopt a proactive approach by starting with a formal self-assessment of individual skills. This approach could be as simple as completing an interest inventory or sitting down with a career counselor, mentor, immediate supervisor, or an HR representative to discuss career interests and potential fits with existing positions in the organization. Many other technology-based resources exist to help in this quest for career meaning and are discussed in Chapter 8.

Regardless of the approach, it is an important step to identify an individual’s interests and desires as they relate to work and fit within the family context, financial constraints, and individual motivation. These holistic factors play major roles in the second step of the individual career planning process, which addresses personal perspective and interpretation. Individuals often attempt to interpret how their actions and subsequent results of those actions will affect them.

At the outset of the career planning process, it is common for individuals to ponder questions such as: “How is this career plan going to affect my family, me, or life in general?” When individuals take responsibility for managing their own career planning activities, they should conduct a workplace environmental scans to evaluate the current state of their organization compared to its mission, corporate goals, strategic methodologies, and policies.

After individuals address what type of work they can or want to do and understand how it is likely to affect them, they can scan the workplace to gain a better understanding of how personal goals align with those of the organization. To make a successful individual career and succession plan, the abilities and desires of employees must align with the overall function of the organization’s mission, corporate goals, strategic methodologies, and policies. Individuals must honestly evaluate their own ethics and professional intentions then compare and contrast them with the organization’s approach to business.

Additionally, the employee should personally evaluate the strengths and weaknesses of the organizational culture, management of HR functions, the effectiveness of internal communication processes, and financial issues that affect the organization. Of course, this is not an all-or-nothing proposition. In most cases, differences do exist between personal beliefs and organizational activities. Employees must understand that as long as they can be comfortable with the organization’s direction, there is good reason to maintain their relationship with the organization.

When individuals have completed the first three steps of this process, they can then begin the fourth step to assess present and future workplace opportunities. The workplace environmental scan provides employees a sense of current and future prospects within the organization. When individuals assess opportunities in the workplace that match their interests and developmental goals, an action plan should be constructed. That action plan is crucial in driving development since it requires a description of present career pathways and identified skill gaps described in the self-assessment step. Once the preliminary plan is in place, the employee, with the support of the organization, can officially set into motion a goal planning and achievement process.

Goal planning and achievement is the fifth and final point when employees affect a tangible transformation. Individuals may participate in developmental experiences such as online courses, internal training programs, or mentoring programs. Individuals who are in the goal planning and achievement phase must understand that there is an ebb and flow to setting professional goals and actually achieving them. Both employer and employee must realize that this is a factor in the individual career planning process and that accountability should be adjusted appropriately. It is important to note that these plans should be discussed and tracked on a regular basis to ensure reasonable progress.



Organizational Career Development

Individuals must actively participate in monitoring and advancing their professional career plans. This does not lessen the responsibility of organizational leaders to be fiscally and culturally supportive of employee development as organizational leaders play a key role in the success or failure of individual goal achievement. The first phase of the organizational career planning model includes initiating strategic corporate objectives.

Many organizational leaders spend much time drafting and redrafting corporate objectives to achieve or maintain a competitive advantage. Unsuccessful business leaders tend to create corporate objectives but then fail to implement them, while successful organizational leaders create, implement, and continuously reevaluate to stay competitive. Initiating objectives is important in career planning systems as it provides employees with a clear understanding of where the organization is headed and what they can do to help it succeed. An organization that fails to clarify its objectives creates confusion and may prohibit individuals from completing phases 3 through 5 of the individual career planning process, rendering career planning efforts useless.

Step 2 of the organizational career development process is evaluating the current workforce to identify viable candidates for required positions. This phase is crucial in the early stages of implementing a succession plan (as noted in Step 3 of the succession planning model). To complete the evaluation process, leaders typically use competency models to compare with individuals’ competencies. When the results of individual efforts are available, leaders then possess a comprehensive labor force assessment to use in succession planning. It also aids in communication with the HR department or others for effective counseling during the self-assessment phase of an individual career assessment program.

As individuals are expected to create a plan of action and advance toward completing their goals, organizational leaders must also construct and execute an action plan. An organization must finalize and implement its mission as it relates to employees and their individual development plans. An effective employer must be a facilitator, assisting individuals with planning and achieving their professional objectives, as well as locating and cultivating internal talent to meet strategic objectives. In the construction phase of the organizational career planning effort, employers have the ability—and the responsibility—to make appropriate matches between competencies and potential candidates. When matches are identified, the employer can leverage the arrangement into action with a succession plan that meets the organization’s objectives and is aligned with individual’s professional growth expectations.

It is important to examine, appraise, and reengineer the career planning process as needed. Maintaining an effective and efficient career planning process requires continuous improvement. This phase of the organizational career planning process has a direct impact on building bench strength and realizing corporate strategic objectives. Thus, it renews the career planning process as new strategic objectives are formulated and pursued.



The Societal Context of Career Planning

Societal benefits often result from effective interactions of individual and business development. Communities are developed because they capitalize on employee talent and civic responsibility. The successful integration of career planning within an organization creates employees who are increasing their knowledge and skills. The evolution of skill sets and subsequent talent contributions will yield better overall fiscal performance for the organization. This benefits the communities in which the organization operates since it increases the number of highly trained people available for community leadership thus building social capital. Communities are dependent on volunteers; a more educated populace will provide more value to its citizens.

A fiscally solvent organization provides opportunities to expand operations, increasing the employment opportunities available to the community plus an expanding tax base to support local municipalities. A highly trained workforce (or one that needs further education) can create a substantial impact on society through external resource skill development outreach and community and corporate partnerships.

From an organization’s standpoint, seeking outside solutions and training for internal employees creates some synergistic opportunities. Organizations that request outside education or training often maintain lasting partnerships with community colleges, universities, and technical schools. These partnerships generate substantial financial resources for educational institutions and provide opportunities for synergistic research between organizations and educational institutions. This benefits both ways: often, corporate representatives go into the classrooms at local schools and colleges as subject matter experts. This interaction builds a partnership for the growth of society and the organization, making them bilateral and mutually beneficial. This is a common method of establishing the third phase, community and corporate partnerships, which tends to evolve after formalized interaction between the community and the organization.




The Need to Integrate Succession Planning and Career Planning

To be successful, organizations must maintain a competitive advantage over others. To do that as efficiently and effectively as possible, organizations must:


	maintain a well-trained and flexible employee base

	accurately assess future competency needs compared to the talent on hand

	minimize retention problems

	provide clear avenues for employee growth



Decision makers who know and understand the talent immediately available within their organization, provide strategic direction, and maximize their assets will clearly be leaders in their business sector.

To accomplish this achievement, organizations must formally support a system that internally develops employees to meet present and future succession needs. While career and succession planning programs may stand on their own, integrating them offers valuable benefits. Although there are many ways to implement these, leaders often gravitate to the most successful component first. That sets a precedent for success and builds momentum for change.

Thorough discussions of human capital, workforce planning, and learning and developing are featured in Chapter 3 which leads Part II: Foundations for Integrating Career and Succession Planning.


Part II

Foundations for Integrating Career and Succession Planning



Three

Human Capital, Workforce Planning, and Learning and Development

Part II, Foundations for Integrating Career and Succession Planning, begins with this “nuts and bolts” chapter that addresses human capital, workforce planning, and learning and development. In this chapter we will address topics based on these questions:


	Is workforce transition (strategic activities surrounding events that affect workforce manning in major ways) a key function of your HR department, or does your HR department still serve as just a transactional function handling process-oriented matters such as benefits administration?

	Does your organization have an active career development function that serves your employees?

	Do you believe that your organization pays proper attention to your employees’ career development?

	Are career development issues addressed strategically or tactically?

	Does your organization maintain an up-to-date career management strategy?


Also in this section, we will discuss competencies, infrastructures, evaluations of career development and succession planning, diversity in the workforce, and integrating technology. Think of the six chapters in this part of the book as your tool kit that holds the ideas, methods, and resources to actualize an effective career development and succession planning program within your organization. More questions and challenges develop:

	What tools—if any—are used effectively by your organization’s career development professionals?

	What are career planning, organizational career development, and career management?


The answers are hardly simple!

Coming to Terms

Business books that focus on any aspect of a group of people structured in such a way to achieve purposes, objectives, or goals frequently refer to that entity as a business. Often though, the principles, concepts, and applications advocated in business books have as great an application in the public sector nonprofit, governmental, and even in academic entities; on the private sector side, there are small, medium, and big businesses. For generalizing the principles, concepts, and applications in this book, and simplicity, the authors use the term organization(s) to refer to all public and private sector entities. Some of the principles, concepts, and applications discussed here will be impractical for all sizes of organizations to apply or implement. Those situations will be obvious to readers.

Just as organizations exist in all ilk and size, so do the resources—assets—needed to function efficiently and effectively. Organizations maintain two resources: material resources and human resources. Depending on the mission of the organization, material resources may include land, a building, technology, monetary, equipment, raw and finished materials as assets. On the human resources side of the organization, people include all those within from those who perform the physical work of the organization, their supervisors, managers, and leaders, to the executives charged with making final strategic decisions. Again, the size and scope of the workforce depend on the size and mission of the organization. The human aspect of the organization is the focus of this book.

The terms that refer to material resources are fairly straightforward; land is land, equipment is equipment, material is material, and money is money. However, human resources terminology is often confusing, redundant, or duplicative. To aid the reader, an abridged lexicon of workforce-related terms appears in Appendix Two.

Coming to Terms with Human Resources

The term human resources, (commonly known as HR), is duplicative as it is both a category of organizational resources (as in human and material resources) and a strategic function within the organization in Figure 3.1.

Human resource management (HRM), which evolved from the former “personnel office,” is the domain that manages human resources. However, HRM is difficult to specifically define and has been “dogged by the still largely unresolved ambiguity surrounding its definition.”1 Regardless of the pages of terms and definitions, “there are no universally accepted definitive statements of the meaning of either Human Resource Management (HRM) or of Human Resource Development (HRD).”2

Figure 3.1 Typical Functions within an Organization
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The size and mission of an organization determine the breadth and depth of the human resource function. Small organizations may have one person in the HR role performing numerous roles, while large organizations may have staff specialists with a variety of individual offices serving specific roles.

For this book and its focus on the human behavioral side of the organization and employees, we will delve more into the pivotal human resource development (HRD) strategic function responsible for three key operative areas: training and professional development, career planning and development, and organization development. Some organizations, however, regard HRD as an outdated concept that reflects outdated thinking and have adopted a learning and development culture of performance improvement through training design and delivery.3

For an organization to be productive, HRM and HRD must work collaboratively, not in silos, as some responsibilities overlap—such as staffing and onboarding, performance management, and organizational change. “Incorporating input from both sides of HR [HRM and HRD] can propel your organization to higher levels of productivity, quality, and innovation. But if you expect one side to do the job of the other, you’ll find yourself frustrated. Organizations need the skills brought by both HRM and HRD. Most HRM people are not trained in HRD responsibilities, and the same is true in reverse. If you want to implement strategic alignment, both HRM and HRD functions are needed. Misunderstanding or underutilizing either side of the HR profession can be a costly oversight.”4

Human Resource Management (HRM): A Contemporary Philosophy

A popular contemporary philosophy regarding HRM’s purpose in the modern-day organization focuses more on HRM roles rather than the traditional HRM functions. New HRM roles and challenges in the Knowledge Economy appear in Table 3.1. While HRM functions appear rigid and inflexible (therefore HRM’s unpopularity), roles reduce rigidity in HRM boundaries and encourage flexibility to enable adaptation and effectiveness within the organization. “To effectively compete in the knowledge economy, organizations will need HRM that is role-based (that is, not tied to specific functional responsibilities, as in the past) and contributes directly to the creation of organizational capabilities. Four roles are identified that make it possible to create those needed capabilities: human capital steward, knowledge facilitator, relationship building, and rapid deployment specialist.”5


Table 3.1 New Roles and Challenges for HRM in the Knowledge Economy




	New Roles for HRM
	New Challenges for HRM





	Human Capital Steward
	
•Intellectual capital is not owned by the employer but is bought and sold in human capital markets.

•Workers are volunteers or free agents.

•Market contracts replace (most) employment contracts.

•HRM must ensure that the organization’s human capital is available, capable, effective, and grows in value.

•HRM must broker HR services, such as talent acquisition, learning, and so forth.

•HRM must leverage human capital (that is, focus on doing the right things and gaining maximum output for a given input).

•There is a great dependence on key knowledge workers and ensuring they are attracted and retained.

•There will be higher entry-level requirements for employment.

•Careers replace jobs.





	Knowledge Facilitator
	
•There is an increased emphasis on learning and encouraging people to learn continuously.

•There is a necessity to manage knowledge (acquisition, dissemination, and so forth).

•The organization must tap into all employees’ knowledge as sources of innovation.

•HRM must facilitate the sharing of knowledge acquired by employees.

•HRM must determine how to reward knowledge acquisition and sharing.

•Information must be made available and accessible to employees.

•Firms must act on the new knowledge and insights, and abandon obsolete behaviors.





	Relationship Builder
	
•There is an increased emphasis on cross-functional teamwork.

•Technology will make information more accessible and will join people together in different ways.

•HRM must build networks and shared people communities around the strategic objectives of the [organization] to ensure competitiveness.

•The HRM function will focus externally and internally and look more like operations management, dealing with vendors and managing the supply chain.





	Rapid Deployment Specialist
	
•The new goal for HRM will be to manage markets, some of which will be rapidly changing markets. HRM will anticipate what rapidly changing product markets and business strategies will require by way of human capabilities and find ways to deliver it.

•Work assignments are fluid, involving responsibility for results rather than tasks.

•The future resides in the capacity to design a versatile, evolving, flexible HRM architecture that supports an increasing pace of change. The organizational infrastructure needs to be reconfigurable, that is, elements of information, business processes, and organizational design must be capable of being combined in different ways to meet situational needs.

•Common purpose and core values supplant tight managerial control systems and job descriptions.

•Widespread sharing of organizational information is necessary.









Source: Reprinted with permission of the publisher. From Human Resource Management in the Knowledge Economy, copyright © 2003 by Mark L. Lengnick-Hall and Cynthia A. Lengnick-Hall, Berrett-Koehler Publishers, Inc., San Francisco, CA. All rights reserved. www.bkconnection.com.

Human Resource–Related Terms

This section provides numerous terms used in the human resource profession and definitions in order to maintain clarity of understanding and application.

Human Capital

This concept attempts to quantify the economic value of employees in an organization such as material resources that are assigned a dollar value. Human capital is described as a combination of factors:


	
The traits one brings to the job—intelligence, energy as a positive attitude, reliability, commitment

	
One’s ability to learn—aptitude, imagination, creativity, and what is often called “street smarts,” savvy or how to do things

	
One’s motivation to share information and knowledge—team spirit and goal orientation




The great irony is that the only economic component that can add value in and by itself is the one that is the most difficult to evaluate. This is the human component, which is the most [exasperating] of assets to manage. People are the only element with the inherent power to generate value [for the organization]. Viewed from either an economic or philosophic perspective . . . the most important issue is how fulfilled people are in their work. Finally, there is clear and abundant evidence that an organization that makes work as fulfilling as possible will develop and retain the most productive works and enjoy the most loyal customers. One of the key drivers of fulfillment is knowledge. Knowing how well we have done leads directly to job satisfaction.6



The concept of human capital management reinforces human resource management by:


	Drawing attention to the importance of “management through measurement” by establishing a clear “line of sight” between HR interventions and organizational success.

	Strengthening the HRM belief that people are assets rather than costs.

	Focusing attention on the need to base HRM strategies and processes on the requirement to create value through people and further the achievement of organizational goals.

	Reinforcing the need to be strategic.

	Emphasizing the role of human resource specialists as business partners.

	Providing guidance on what to measure and how to measure.

	Underlining the importance of using measurements to prove that superior people management is delivering superior results and to indicate the direction in which HR strategy must go.




Another important part of human capital management is succession planning and talent management. Identifying key members of staff as possible future managers can make the decision-making process for current senior management more straight forward, and allow for greater ease with forward planning.7



Talent and Talent Management

Most leaders acknowledge that talent is both an organization’s greatest asset and yet its largest expense (usually), while few have implemented strategic measures to maximize their investment in human capital. Given today’s economy, it is critical to ensure that every organizational resource is delivering a positive return and must receive the same level of attention, strategy, and measurement as any other asset, such as finance, inventory, real estate, or technology.


Talent management is the integrated process of ensuring that an organization has a continuous supply of highly productive individuals in the right job, at the right time. Rather than a one-time event, talent management is a continuous process that plans talent needs, builds an image to attract the best, ensures that new hires are immediately productive, helps to retain the best, and facilitates the continuous movement of talent to where it can have the most impact within the organization. The four primary factors that make the talent management approach unique are:


1. An integrated approach within HR: Talent management formally integrates people management programs and functions so they work as a continuous process.

2. Integrating people processes into standard business processes: Talent management goes the next step and repositions people management programs and processes into the company’s standard business processes such as the corporate strategic planning process, budgeting, mergers, and new product development.

3. Shifting responsibility to managers: Talent management pushes the accountability and the responsibility for executing people management down to the line management levels.

4. Measuring success with productivity: Talent management shifts the success measures from the more traditional HR and recruiting functional metrics toward measuring the overall productivity of the workforce.8



Sound talent management principles that organizations should follow to align talent with their chosen value proposition include:


	Establish business goals. Identifying business goals—and then aligning talent management strategy accordingly—helps ensure that the efforts of each employee, department, or business unit tie to the organization’s overall success. Before talent requirements can be established, HR must work with the organization to identify and understand goals. Truly understanding the organization’s one-, three-, and five-year goals is the foundation upon which all talent plans should start.

	Define critical roles. After identifying business goals, the next step is to determine which critical roles are required within the organization to deliver on the desired outcomes. Critical roles are those that create competitive advantage and drive bottom-line results such as revenue and customer satisfaction. While all roles within an organization are important, critical roles are those that directly help execute the company strategy. Critical roles extend beyond leadership to sales and service representatives, product developers, or operations experts.

	Identify talent requirements. Once critical roles have been defined, identify the talent requirements for these roles. Many organizational and HR leaders struggle with building talent management strategies that support the defined business goals. Therefore, it’s imperative to work within the organization to understand if it has the talent needed to execute the strategy and that the talent management practices are implemented and integrated across the organization accordingly.

	Leverage talent supply. Integrated talent management centers on a supply/demand model that provides a mechanism to make accurate decisions on talent needs. If required skills and capabilities are present internally (you “have it”), they can be redeployed. If not, a decision can be made to either “build” these capabilities through learning and development or “buy” them in hiring or sourcing externally. When considering the current talent supply and resources, it’s important to include both internal and external candidates, including contractors, past employees, and other potential sources.

	Drive engagement. It is crucial to ensure all talent management activities are coordinated so each employee is well equipped and motivated to produce at a high level for the organization. Talent [employees] needs to understand the organizational objectives and desired outcomes to engage. Beyond solid talent management activities, organizations can drive engagement and communicate relevant messages through various new media. It’s important to continuously reinforce that each employee’s activity directly affects the organization’s revenue, customer satisfaction, and other business measures. (Read more about employee engagement in Chapter 13.)

	Measure results. One does not know what is not measured. Therefore it’s important to closely track and monitor the business impact of the talent management strategy. Begin by measuring the impact of talent management on critical roles within the organization—those that directly affect revenue generation and customer satisfaction—ideally where performance is already measured by quantitative data.9



The Essential Link: Human Capital to Career Development

In linking human capital management with career development, the linchpin is that human capital represents an important competitive difference between organizations. Naturally, all assets are critical to organizational success, but to build and operate a solid, loyal, and valued workforce, a career development program must be strategically linked to human capital management. If key organization leaders do not support the concept that HCM adds value to the organization, any career development program will be essentially ineffective. An active career program contributes to attracting and retaining talented people and may also uncover hidden talent within the workforce.

Typically, employees most value benefits, training, and opportunities for professional development. Inadequate career opportunities could lead to a disconnect between training—the competency-building function—and promotion opportunities. If a disconnect occurs, employee turnover may increase as good performers may leave and join competing organizations.

Human capital management activities may differ slightly by organization; however, “six tasks generally are involved in managing an important yet most elusive entity of the organization, the human capital: evaluating, planning, acquiring, supporting or maintaining, developing, and retaining employees.10 The most important human capital function in any organization is the responsibility to hire, develop, and retain employees, while the universal problem in organizations is finding employees with the right capabilities and skills needed by the organization to execute its business strategy.

The Aberdeen Group, a Boston consulting organization, identified the two most critical human capital management issues that now drive human capital strategies: (1) the scarcity of critical talent available in the marketplace and (2) the cost and complexity of developing skills learning and leadership talent from within an organization. One strategy to resolve both issues is to develop front-line leaders as talent leaders with the responsibility to manage the critical performance link between talent strategy and business execution. With front-line leaders empowered as talent leaders, they have the most direct line-of-sight common connection with both the capabilities and skills of the current workforce and the business needs. This model enables HR and the frontline/talent leaders to communicate regularly about talent initiatives and any skill gaps (see Chapter 14).11

In this dynamic economic and business environment, human capital executives must know and understand the priorities of the organization, set goals, then build and execute initiatives to be measured in business metrics. “Successful organizations will be those that truly establish a critical eye for talent among their business leaders, supported by tools that make talent processes a seamless part of the day-to-day operations of a front-line leader. They [front-line leaders] must be supported with the right tools, technology, and processes. When these critical elements are in place, business leaders become partners in human capital strategy, and human capital becomes seamlessly integrated with business execution.”12

“It’s impossible to imagine a high-performance organization without skilled talent.”13 In a study conducted by the manufacturing and management performance organization, the MPI Group, and published by the worldwide consultancy, DDI, three key human capital management criteria were advocated for an organization to be considered “high performing.”

Superior Human Capital Management

Organizations with superior human capital management characteristics put greater emphasis on human capital management and their HR functions. They also are more likely to deploy human capital best practices to achieve superior operations results. The MPI Group/ DDI study also noted the best practices they observed of high-performing organizations. Table 3.2 lists and describes the criteria needed by organizations in order to excel in human capital management.


Table 3.2 Criteria Needed by Organizations in Order to Excel in Human Capital Management




	Criteria
	Description



	Skilled HR and development programs
	
•Organizations must invest in HR as a strategic function that adds organizational value, rather than an administrative department handling insurance programs or policing Internet policies.

•At the best firms, HR is a function led by experienced executives able to improve—and align with business needs—their recruiting, onboarding, training, and compensation programs across their enterprises.





	Skilled and engaged workforces
	
•Employment levels (capacity) receive a lot of attention in the post-recession economy, but even more important is the need to equip managers and workforces with the full array of skills (capability) they require to excel in their positions.

•Skilled workforces are a direct result of skilled HR teams able to find skilled recruits—or find motivated, high-potential candidates with problem-solving skills who can then be trained for technical and managerial expertise they need.





	Companywide human capital strategy
	
•HR is the lifeblood of [an organization], but too often this core component of success is ignored in executive suites.

•Strategy elevates HR from an administrative activity to a pathway toward organizational objectives. Strategy is supported by goals cascaded down through the organization to functional targets that spur improvement by managers and employees.

•Strategic buy-in only comes by engaging managers and frontline employees, and by getting their input and ideas about what works, what doesn’t, and what needs to be changed. Buy-in spurs action and makes improvement happen.







Source: John Brandt, George Taninecz, Bill Jackson, and James Clevenger, “Superior Human Capital Management: Establishing the Cornerstone of World-Class Operations,” DDI Trend Research, 2013. Used by permission.



Transitioning to Best Practices Human Capital Management

The right talent at all levels—leaders, managers, and frontline staff—is a critical source of change and sustainable improvement for any organization. But the right talent requires the right HR systems. Best practices organization are more likely to have these systems in place which gives them a significant advantage over competitors in finding, holding, and managing the right talent—and in the productivity and profitability that only the right talent can deliver.14 Table 3.3 lists and describes the best practices needed by organizations in order to excel in human capital management.

Table 3.3 Best Practices of Organizations That Excel in Human Capital Management

[image: ]

Becoming a best practices organization doesn’t occur out of thin air. MPI research found that a systematic approach to superior human capital management occurs through these characteristics. Table 3.4 lists and describes the characteristics of organizations that maintain superior human capital management practices.


Table 3.4 Characteristics of Organizations That Maintain Superior Human Capital Management Practices




	Characteristics
	Description





	Commitment and communication
	
•Superior human capital management cannot be driven by HR alone. C-level and other high level executives must lead improvement and culture change in an organization, and regularly communicate and demonstrate that commitment in the boardroom and in the actual workplace.

•Organizations are more likely to develop superior human capital management if operations executives understand its importance to the long-term success of the enterprise. That awareness must be prompted by senior leaders. If talent is a company’s most important asset, then finding, retaining, training, and leveraging talent is the most important investment an executive can make and promote.





	Skills and skills systems
	
•Everyone in the organization needs to have skills to support their roles in the new culture and that are accurately aligned to the requirements of those roles. This means having systems in place to identify benchmark talent levels for positions and, subsequently, systems to efficiently find, develop, nurture, reward, and optimize talent.

•To pursue operations improvements that will allow the organization to remain competitive, a steady stream of talent: engaged leaders, enlightened managers (coaches/mentors), and empowered frontline problem-solvers is needed. If the organization does not yet have superior human capital management, it’s time to begin especially with the renewed competition for talent.





	Accountability and alignment
	
•Everyone in the organization must understand their roles and objectives in the new culture—from the C-suite to the front lines. Performance management monitors and guides actions, guaranteeing that efforts and investments push an organization’s disparate functions toward a common goal. Super HCM organizations leverage their corporate human capital management strategies into clear accountability for localized improvements, rallying workers toward common goals and objectives, both within the HR function and across the organization.





	
	
•Superior HCM organizations use strategy deployment to establish goals and objectives and then cascade those targets throughout their facilities. Leading firms also embed performance management into day-to-day operations by developing a system of checks and reviews customized for each role (executive, manager, frontline) and function (HR, operations, customer service, procurement) throughout the organization. The HR function is critical in performance management, as well, to ensure that performance and compensation are properly aligned.





	Measurement
	
•Can everyone within see if the organization is doing what it said it would do? Transparency mechanisms—dashboards, balanced scorecards, etc.—make it easy for workers and executives alike to monitor lag measures (outcomes) and lead measures (those that presage outcomes), and then proactively make course corrections. Measures should reflect the components necessary for superior human capital management (e.g., communication, alignment, etc.). For example, is there a measured process for identifying high-potential internal talent and accelerating the development of those individuals?

•During the recession, many organizations were forced to find and grow talent from within, identifying candidates for critical roles and training those employees as part of succession and replacement planning. This same expertise is required when hiring increases. In fact, it may be even more important, as organizations strive to reach new markets while preserving their core values and cultures—even as post-recession competition makes talent even scarcer.







Source: John Brandt, George Taninecz, Bill Jackson, and James Clevenger, “Superior Human Capital Management: Establishing the Cornerstone of World-Class Operations,” DDI Trend Research, 2013. Used by permission.



Strategic Human Capital Management: A Model

Strategy expresses what an organization intents to do to get from a current state to a future state. Many organizations lack a structured process of developing and deploying strategy. Strategic plans are often developed in isolation and rarely aligned across an organization. The organization’s strategy and strategic objectives are not well defined, are not well communicated, and do not impact day-to-day decision making.15

In developing this model, the former U.S. General Accounting Office (GAO), now known as the Government Accountability Office, combined lessons learned from public and private organizations viewed as leaders in strategic human capital management and managing for results, findings from academia, and a variety of GAO reports. Two human capital principles are central to this GAO model:


	People are assets whose value can be enhanced through investment. As with any investment, the goal is to maximize value while managing risk.

	An organization’s human capital approaches should be designed, implemented, and assessed by the standard of how well they help the organization achieve results and pursue its mission.



Although human capital management models differ from organization to organization, the GAO model is centered on four human capital cornerstones:


	Leadership

	Strategic human capital planning

	Acquiring, developing, and retaining talent

	Results-oriented organizational cultures



Associated with the four cornerstones are critical success factors deemed essential for organizational success. Each critical success factor is categorized into one of three levels of organizational performance to consider the degree of organizational readiness to deal with each critical success factor. The descriptions of each level portray the approach to managing people that can be expected of an organization at each level. The three levels of evaluation appear first in Table 3.5 so Table 3.6 will be better understood.


Table 3.5 Three Levels of Organizational Performance Evaluation




	Level 1
	
•Approach is largely compliance-based

•Organization has yet to realize the value of managing human capital strategically to achieve results

•Existing human capital approaches have yet to be assessed in light of current and emerging organizational needs





	Level 2
	
•Organization recognizes that people are a critical asset and must be managed strategically

•New human capital policies, programs, and practices are being designed and implemented to support mission accomplishment





	Level 3
	
•Organization’s human capital approaches contribute to improved organization performance

•Human capital considerations are fully integrated into strategic planning and day-to-day operations

•Organizations continuously seeking ways to further improve its people management to achieve results







Source: Data from U.S. General Accounting Office, “A Model of Strategic Human Capital Management,” GAO-02–373SP, 2002.




Table 3.6 Cornerstone: Strategic Human Capital Planning




	Critical Success Factors
	Level 1
	Level 2
	Level 3



	Integration and alignment
	Organization has yet to fully recognize the link between its human capital approaches and organizational performance objectives. Existing human capital approaches have yet to be assessed in light of current and emerging organizational needs. The organization changes or adopts human capital approaches without considering how well they support organizational goals and strategies, or how these approaches may be interrelated.
	Organization human capital needs are considered during strategic and annual planning. Existing human capital approaches have been assessed for their alignment with current and emerging needs. New human capital initiatives are in design or implementation specifically to support programmatic goals. These initiatives are building towards a coherent, results-oriented human capital program.
	Organization human capital approaches demonstrably support organizational performance objectives. Organization considers further human capital initiatives or refinements in light of both changing organizational needs and the demonstrated successes or shortcomings of its human capital efforts. The human capital needs of the organization and new initiatives or refinements to existing human capital approaches are reflected in strategic workforce planning documents.



	Data-driven decisions
	Decision makers lack critical information with which to create a profile of the workforce (e.g., skills mix, deployment, and demographic trends) or to evaluate the effectiveness of human capital approaches, partially due to inadequate data sources. 
	Organization is working to ensure that information systems are in place to generate meaningful and reliable data across a range of human capital activities. Data gathered includes workforce shape, competencies and skills mix, and demographic trends.
	Decisions involving human capital management and its link to organization results are routinely informed by complete, valid, and reliable data. Data gathered are kept current. Organization leaders use this information to manage risk by spotlighting areas for attention before crises develop and to identify opportunities for improving organizational results.



	
	Performance measures and goals for the agency’s human capital programs, especially as they link to programmatic outcomes, have yet to be identified.
	Organization has profiled its workforce so that usable information is on hand with which to make decisions in such areas as acquiring, developing, and retaining talent.
Organization has identified performance measures and goals for its human capital programs, with attention to establishing the link between these programs and agency results.
	Performance measures for the organization’s agency’s human capital programs have been distilled to a vital few, and are an integral part of the organization’s strategic planning, performance measurement, and evaluation efforts. Data on the organization’s workforce profile, performance goals and measures for human capital approaches, and areas requiring organization’s attention are reflected in strategic workforce planning documents.





Source: Data from U.S. General Accounting Office, “A Model of Strategic Human Capital Management,” GAO-02–373SP, 2002.



An organization at Level 1 is unlikely to have put these two principles into practice. At Level 2, an organization is trying to apply them. An organization at Level 3 has made these principles an integral part of its business approach and can see demonstrable results. Progressing to Level 3, which every organization should strive to accomplish, will take considerable leadership time, effort, and resources to successfully manage each organizational change.

The Concept of the Career

The concept of the career has evolved over the past 60 years and continues to change as technology, the economy, and a diverse workforce merge to redefine and reinvent the business world. The traditional organizational career—a job that was a person’s life work and mobility occurred within the same organization—has been replaced by numerous types of boundaryless or free agency work arrangements. A common theme in defining these newer work arrangements is independence from—rather than dependence on—traditional organizational career arrangements.16 The following are several of the more popular terms for free agency work. Refer to Appendix Two, Lexicon of Workforce-Related Terms, for the definitions.


	Contingent worker

	Freelancer

	Independent contractor

	Phased retirement

	Statement of work (SOW) consultant



Because of the series of worldwide economic disturbances, globalization, the shortages of skilled talent, and warp-speed advances in technology, yesterday’s concept of boundaryless is morphing into the newer concept talent mobility and on a global scale.


Today’s global workforce is on the move as never before; however, most employers and governments are far from fully understanding the complex issue of talent mobility and its growing role in the talent shortages that affect today’s global labor market. [ManpowerGroup is exploring] the complexities of migration for work, how employers and governments are responding to the fluidity of talent, and the challenges and opportunities that talent mobility poses for both companies and individuals.17



Career Development

Traditionally, the term career represented the logical progression of an employee from one position (typically an entry level) to positions of greater importance, responsibility, and authority with corresponding increases in pay, respect, and status. Historically, careers were guided by paternalistic leaders in organizations. Individuals had minimal input regarding their future with the organization. In the “new age” of business, competition became extreme, levels of customer expectations increased, reorganization became standard, and sufficient quantities of qualified, skilled workers had to be trained and prepared for a new technology-based work environment.

For this book, the terminology presented by Gutteridge in his model of organizational career development will be used to define career planning, career development, and career management.


	
Career planning: Actions taken by an individual toward achieving one’s career goals. It is not uncommon for an employed worker to seek career guidance from a direct supervisor or other organization leaders. Traditionally, career planning involves exploring an individual’s interests and abilities by using tools such as the self-administered Strong Interest Inventory ®. This empirically based instrument assesses and identifies individual interests and strengths based on realistic, investigative, artistic, social, enterprising, and conventional themes.

	Based on the results of assessments, self-analysis (refer to Chapter 11), self-development, and studying current literature about occupations—The Occupational Outlook Handbook and its associated Occupational Outlook Quarterly both free online publications of the U.S. Bureau of Labor Statistics—individuals can strategically establish career goals.

	No matter in which work stage one may be or at what age, an individual then has the tools to develop an action plan to achieve his or her goal whether it be embarking on a first career, leaving an organization to become an entrepreneur, joining free agency, or assuming an encore career by performing different work—for pay—in the “second half” of life.



Career Development

The term career development covers a wide range of definitions, applications, and age cohorts (refer to Chapter 5). In early education, career and education planning programs and classes may begin in elementary school and become as pervasive as home economics and shop classes were for middle and high school students. New York, California, and Pennsylvania plus numerous public schools systems feature a CareerZone online initiative where students may explore careers then research and plan careers based on their developing strengths, skills, and talents.

In the collegiate realm, career development takes on a much more serious approach through career development centers, career services, career development offices which may be physical facilities, online based, or a blended service. The University of Waterloo, Canada, provides an excellent model through its online Career Development eManual. The eManual is organized into six steps to illustrate career movement from the bottom step, self-assessment, up to the top step, life/work planning in Table 3.7.

Table 3.7 Six Steps to Success from the Career Development eManual

[image: ]

At the employment level, career development is the collaboration of an organization and its employees to ensure that the right people with the right knowledge, skills, and abilities are in the right places at the right times to produce the right goods or services. It is a challenge for an organization to stay competitive (or ‘‘right sized’’) while keeping its workforce sufficiently developed to achieve and sustain peak performance. Career development activities comprise the interaction between an employee and a representative of the organization such as a supervisor, manager, or career advisor from the HR department. Although career development is the point at which the employee and the organization link for mutual planning, the role of career development is often interpreted differently by the employee and organizational leaders.

Traditionally, employees have understood career development to mean their roadmap to advancing through the ranks of one organization. However, today’s employees base their loyalty to one organization on how much intrinsic motivation or psychological reward they find in their work. Robust career development programs frequently aid in retaining employees because they enhance intrinsic motivation.

To the employee’s immediate supervisor, career development means motivation and retention.18 While an employee plans how to move up in the organization, his or her immediate supervisor is attempting to motivate the employee to be productive—and to remain on the job. The supervisor may take on the role of a coach or mentor, providing developmental “stretch” opportunities for the employee to excel and giving the employee visibility with even more senior-level managers.

Middle management tends to view career development from a completely different perspective, the systems view. Middle managers are interested in integrating career development and the human resource system. The more tightly career development is linked to human capital strategy, the more efficient the services rendered by the career development function will be.19

Top management may regard career development as a component of the organization’s succession planning process. For succession planning to function properly, talented employees must be identified, developed, and prepared for advancement. If employees do not wish to advance—and growing numbers of employees remain in the same positions because they value a balanced professional and personal life—they must be identified so that organizational resources are not expended on those who do not want to prepare for higher-level responsibility.

Human resources is a logical place to position career development efforts, since their missions are closely aligned. An organization’s mechanisms for measuring and forecasting workforce strength, recruiting, selecting, training, developing, appraising, promoting, and rewarding employees rely on HR.20 However, organizations that maintain a performance unit may host the career development function there to capitalize on the synergy of organizational and human development activities.21

Career Management

Career management encompasses an organization’s overall strategic focus on the workforce: staffing, managing onboard talent, employee retention, nonstandard staffing arrangements, and organization succession planning. The ultimate goal of career management is to ensure that an organization’s human capital needs are met and at all levels.


	Career management: As career planning is the foundation for individuals’ efforts in their world of work, organizations also plan and shape the needs and progression of talent internally through the career management process. Conceptually, career management is a parallel function: first, to determine and then fulfill the talent needs of the organization to achieve its business goals and objectives while, second, integrating their employees’ current performance, potential, and workplace preferences. Table 3.8 shows the parallel benefits to employees and the organization when an effective career management program is in place.




Table 3.8 The Parallel Purposes of an Effective Career Management Program




	Benefits to Employees
	Benefits to Organization



	Current employees receive assistance in assessing their individual career strengths and weaknesses.
	Provide employees performance reviews of their progress toward goals established in partnership with their managers.



	Current employees are aided in setting priorities and specific career goals to be aligned with the organization’s business goals.
	Improved employee performance as they move toward a possible new position or career by using numerous career development interventions.



	Research information on various career paths and alternatives available within the organization.
	Insure alignment of employees’ career goals with the organizations’ business goals.



	Match employee aspirations to organization’s needs and objectives.





Source: Report on Career Management in the Public Service, Defining Career Management, http://www.psc.gov.za/documents/2000/career/defining.pdf.



To insure alignment of employees’ career goals with the organization’s business goals, numerous career development interventions may be used:


	In-house transfers

	Alternative career paths

	Career coaching or counseling

	Cross-training

	Dual career tracks

	Flextime

	Job enlargement

	Job enrichment

	Job rotation

	Job sharing

	Phased retirement

	Sabbaticals22




Organizational Career Development

The outcomes from the interaction of individual career planning and institutional (organizational) career management processes merit elaboration. Individual career planning is best addressed by certified career counselors, psychologists, companies, and colleges; this section focuses on the role of training in narrowing the development gaps at the career development level. Specifically, we address the roles and competencies of the positions responsible for career development.

Career Advisor/Facilitator

If the individual who performs actual career development functions is not formally trained and properly certified as a practicing counselor, the title career advisor is appropriate, rather than career counselor. The distinction may seem minor, but in a litigious society, it can protect the organization.

The Value of Learning

Employees come to an organization with a variety of backgrounds and experiences. Some will be fresh from college and new to the workforce with little previous experience and job training. Other new hires will have vast experience and training with already established career paths and hired for positions.

Meanwhile in the perfect organizational world, the human resource department would sponsor a fully functioning career resource center stocked with educational information and catalogs and materials describing the organization and how to progress successfully. The resource center would be staffed with a diverse group comprising certified career counselors, paraprofessional career assistance advisors, and support staff. Continuous performance appraisals would be welcomed by employees as a valuable source of personal and work-related feedback and regarded by supervisors and managers as important to the work they perform. The organization would maintain—and continuously update—all aspects of its succession planning program.

Unfortunately, few organizations function this way. New hires often come to work with no idea where their careers may take them and can find no time to write an individual development plan. Those with workforce or career development responsibilities may be called career counselors but may never have received training to do it, let alone hold professional counseling certification. Supervisors and managers often claim they have “better things to do” than provide performance feedback to their employees. Succession planning is put off for rainy days (that never come), so catastrophic losses or sudden death of incumbents in key positions may devastate the organization—and then lead to plummeting organizational value.

From Training to Learning

What we’ve known as employee training has come a long way from its earlier forms of on-the-job training and organized apprenticeships of the Middle Ages. Many training methods used today are rooted in previous centuries: distance learning was developed by “correspondence colleges” and through “extension courses” offered by colleges; gaming—what we know today as gamification—was an early military training methodology; case studies were used in early law schools; the show, tell, do, and check job instruction method was predominant in World War I; role play was used in the early twentieth century. So the concept of training employees using various methodologies has been in place basically “forever.” Training is costly, as the former American Society for Training and Development (ASTD)—now the Association for Talent Development (ATD)—estimated that organizations spent approximately $164.2 billion on employee training in 2012.23


A key question in the ASTD annual report was, how are organizations continuing to offer new training and maintain spending levels? The responses to that question were proposed in these two possibilities:


	The increasing role of technology-based methods such as instructor-led e-learning—or online learning—and mobile learning.

	Increased use of informal and social learning which includes learning methods such as coaching, mentoring, online social networking, and accessing information through the Internet or intranet searches, and peer-to-peer coaching.


Organizations continue to invest in their employees by offering training and development opportunities delivered in person or online. They are implementing new training methods and technologies to stay relevant and control costs in economic conditions where they are being challenged to develop more employees with the same or fewer learning resources. They are meeting this challenge by finding ways to stretch learning budgets and still meet the training needs of the organizations whether using technology, instructor-led training, or a blended method.24




Meanwhile, as the twenty-first century dawned, a paradigm shift that would redefine the training concept began. Eileen Garger with BlessingWhite global consulting wrote a treatise, “Goodbye Training, Hello Learning.”25 Ms. Garget described “a redefinition of training itself. To retain key talent, remain competitive and ensure long-term profitability, organizations are changing the way they develop the knowledge and skills of their workforce. Training as something provided for employees will be replaced by learning that employees initiate themselves. Training, when available, will be replaced by learning, when needed. Training for the masses will be replaced by highly customized, just-for-me learning.”26 In this article, Ms. Garget examined four forces reshaping the workplace for several years—acting as change agents:


	Global competition: Employees can’t wait four to six months for a training program; by the time the program is developed, the market may demand an entirely new or enhanced set of skills; people must learn as needed, not when convenient.

	Rightsizing and other euphemisms: Competition and other pressures continue to force organizations of every size to cut costs [and employees]. The employees who survive these reorganizations often find themselves saddled with more responsibility, yet lack the [competencies] . . . providing relevant, effective and cutting-edge training helps them meet that challenge.

	Changing employer-employee relationship: Employees know that the responsibility for their careers lies in the ability to stay abreast of critical knowledge and skills; employers realize that they must provide these opportunities to more of their people. The best learning occurs when individuals are motivated to learn on their own. Employers must take on the responsibility for providing those opportunities.

	Technology: No other development has affected the way we do business than the ever-increasing use of and accessibility to high-technology tools.27



Table 3.9 General Characteristics of Training and Learning
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To be more specific in differentiating training and learning, Table 3.9 lists numerous characteristics of training and learning in a side-by-side comparison.

What makes the learning approach very relevant to career planning and succession management is that education and career growth—opportunities to develop skills and a career—is one of the top seven key “wants” of employees according to research by Dr. Jack Wiley in RESPECT: Delivering Results by Giving Employees What They Really Want (Wiley, 2011).28


Helping employees get what they want when it comes to education and career growth is a win for business and a win for employees. Better educated and better prepared employees create more value, but beyond the business economics, humans have an innate drive to learn and grow. If employees believe they can achieve their career goals within their companies, only 19 percent are seriously considering leaving their organizations within the next 12 months. In other words, the risk of losing valuable employees drops by more than half simply by providing career development.29



As employees understand their personal responsibility to “grow” their own career through the learning function, employers also understand their responsibility to provide career growth opportunities to retain good quality employees—and that is why learning is so key to the basic concept of career planning and succession management. According to the 2014 National Study of Employers, “Fewer employers train supervisors in managing employees of different ages (59% in 2008 and 52% in 2014).”30 An organization’s learning function should be responsible for ensuring those responsible for succession planning understand the succession process.

Chapter 4 explains how to establish an infrastructure to support the integration of career planning and succession management within an organization.


Four

Establishing an Infrastructure to Support the Integration of Career and Succession Planning


Chapter 2 examined the current state of your organization and provided a baseline for why career and succession planning should be performed to maintain or enhance a strategic process proven to return financial rewards. This chapter takes the integration of career and succession planning to the next level. It is easy to make the case to show how it can positively impact your business or even why it should be accomplished in the first place. The data is obvious and evident.

Crucial to the success of quality succession and career planning programs is the understanding they are not to be crisis management strategies, since they require financial resources, employee support, and time. To help further this point and shed light on the how-to portion of integrating career and succession planning, three real-world case studies are presented to focus on the following points:



	What level of integration has each organization achieved with its career planning and succession planning programs?

	What key success and failure factors appear to be associated with integrating career and succession planning in each case?

	What key factors have contributed to the success and failure of each organization in integrating career and succession planning?

	What solutions might an organization’s leaders implement to achieve or maintain a goal of integrating career and succession planning?

	What future issues should each organization consider to improve the likelihood of success in integrating career and succession planning programs?





The ability to answer these questions will prepare you for remainder of the chapter that explains how to assess the needs of an organization, clarify program goals and alignment, gain and retain management and employee support, and finally understand the dynamics of corporate culture.


A successful and effective succession plan is managed in a systematic approach and gathers feedback, is implemented, and is evaluated on an organization-wide model. As a review of the step-by-step model to establish and maintain a systematic succession planning program in Chapter 2, each organization should follow these steps when creating or revisiting the current plan:


	Clarify the CEO’s expectations

	Establish competency models and value models

	Conduct multirater full-circle assessment

	Establish (or reengineer) a performance management system

	Establish potential assessment

	Establish the means of ongoing individual development planning

	Implement individual development plans

	Establish a competency inventory

	Establish individual and organizational accountability

	Evaluate results



Making a strong business case for succession management will help prompt leaders to create the needed infrastructure for succession management. Drivers for this effort rest on the undeniable employment projections that suggest retirements, aging workforce, and a decrease in available skilled talent will leave companies without a succession plan and strong management of that plan in a talent deficit.1 Impactful succession planning and career planning programs are not crisis management strategies. They should not be immediately implemented to mitigate present or pending staffing crises. They are long-term strategies, often requiring significant, long-lasting and profound corporate culture change. They require careful strategic planning, necessitating a cooperative effort between stakeholders.

Further, a comprehensive career planning and succession planning effort must become institutionalized, ingrained in the organization. They do not work well as isolated ventures poorly aligned with business needs. It must be clear to employees that participating in career planning benefits them individually. It must be clear to executives that succession planning benefits the organization. Integrating career planning and succession planning brings about a marriage of self-interests and organizational interests. Without that integration, both efforts may well be doomed to failure.

When asked about future challenges in the workplace, 256 senior executives from global and U.S.-based companies identified talent issues as the most crucial challenges they will face in coming years. Of the top five issues facing organizations today, human capital captured four out of the five spots:


	Succession planning

	Recruiting and selecting talented employees

	Engaging and retaining talented employees and providing leaders with skills to succeed

	Rising healthcare costs

	Creating/maintaining a performance-based culture2



Unfortunately two out of three of the executives and the human resource counterparts did not have confidence that their organizations had a defined plan to address these issues. Creating the plan and having management follow through with a consistent and targeted effort is a necessity if career planning and succession management is going to co-exist and thrive together. Leaders must set the stage, provide exhaustive communication of the message, assure management is providing daily follow through, and continually assess if the plans are seeing return on investment and impact on strategic goals. Financial resources, employee support, and time are crucial to success.

This chapter examines key issues needed to support the integration of career planning and succession planning programs. The chapter opens with three brief case studies of real organizations at various stages of implementing career planning programs. After that, the case studies are analyzed for their common themes and solutions are recommended to the problems apparent in the cases. This chapter also covers how to assess needs for the programs, clarify roles in the programs, gain and preserve stakeholder support, ensure alignment among career plans, succession plans, and strategic plans, and the impact of career planning and succession planning programs on corporate culture.


Case Studies

The following three case studies are based on organizations involved in establishing and implementing career planning and succession planning programs. While reading these case studies, contemplate these questions:


	What level of integration has each organization achieved with its career planning and succession planning programs?

	What key success and failure factors appear to be associated with integrating career planning and succession planning in each case?

	What key factors have contributed to the success and failure of each organization in integrating career planning and succession planning?

	What solutions might an organization’s leaders implement to achieve or maintain a goal of integrating career planning and succession planning?

	What future issues should each organization consider to improve the likelihood of success in integrating career planning and succession planning programs?




Case Study 1

The first organization provides extensive computer technical support worldwide for various software and hardware products created by many Fortune 500 companies. The organization employs over 200 individuals and has been doing business for just over 10 years. To date, the company has been economically profitable and has averaged growth rates of over 23 percent per year. Many employees have been quite satisfied with the work environment; the CEO has been very involved with the progress of the organization. Specifically, the CEO has tried to be highly visible and available to every employee of the organization. Corporate mission meetings and updates have been provided to all employees at least twice per year and have proven to be very popular.

Over the past year, the organization has faced several key challenges. First, the company’s leaders are seeking ways to combat the outsourcing of technical assistance centers, their core business, to India, China, and Singapore. People in the organization have grown increasingly nervous as news outlets have publicized the popularity of outsourcing. The company’s margins have shrunk over the last four quarters.

Second, the organization is witnessing a rise in attrition from about 6 percent over the past four years to just over 16 percent this year alone. Exit interviews indicate that three issues seem to be the root causes of rising attrition: low pay, lack of upward mobility potential, and few training opportunities.

Company leaders have believed that company-provided training should focus on current business needs related to technical assistance support. Many employees had to attend training sessions that addressed customer service skills, technical troubleshooting, and conflict resolution tactics to help them assist angry customers. Supplemental income is not available for individuals wishing to pursue formalized educational programs. Internal training typically comprises two- to three-day sessions periodically spread throughout the year and is scheduled by topic according to feedback received from customers. Although the company has focused heavily on training about some topics for extended periods to improve in identified areas, managers have recently noticed that employee absenteeism goes up when mandatory training is conducted.


Since the organization only employs a few hundred people, internal movement has been fairly slow. Promotions are perceived to be made arbitrarily. Many employees do not know where they fit into the organization’s future, especially given today’s competitive market forces. Executives felt they had a well-established succession system, since they could predict potential movements for high-performing employees with relative accuracy. This year, the company has lost about 20 percent of its workforce due to attrition. The CEO has deemed the succession planning system inadequate. She wants to find another solution to make it a viable avenue for developing employees and building bench strength.

Low base pay is the third issue that seems to cause increased attrition. Financial data suggests that employees are not earning what an average worker should earn who possesses a similar educational background and experience in the organization’s geographic area. This is a thorny issue, since the recruitment process has been slow and turnover continues to skyrocket. Because company margins are so tight, executives contend that the company cannot support a large influx of work-hour expenditures. The CEO is arranging an evaluation of the organization’s career planning and succession planning processes so the company can meet employee needs while accomplishing the organization’s strategic objectives.



Case Study 2

The second organization is a large defense-related company that employs 130,000 people worldwide and is growing rapidly due to numerous government contracts it has acquired over the last year. This case study evaluates one of its most profitable divisions, which employs over 9,000 people and must hire an additional 3,000 over the next year. This company has ample financial resources available to develop employees. The CEO has intense expectations of all employees to continue to develop professionally while working for the organization. A large training structure already exists. Employees may freely select courses to meet their career interests and satisfy their professional and organizational goals. The company also has on-site career counselors in its HR department. Numerous self-assessment tools are available.

Interactive computer-based and live professional development seminars are available to all employees. Competency models have been identified to support lateral and upward movement in the organization. The organization has also made all job descriptions and competency models available to every employee through a technological portal system. More than half of the company’s employees participate in the company’s liberal postsecondary training.

Explosive staffing growth has given rise to difficulties in integrating new hires. Staff use of the company’s portal system to access competency charts for internal positions has decreased dramatically. So has attendance at training sessions, even though the organization expends significant financial resources to make its career planning centers cutting edge. The president of this unit wants his senior-level staff to come up with solutions to these problems.

He believes that the company has a comprehensive and effective career planning program, well-designed competency models, and effective ways to integrate career planning and succession planning through using hiring managers and self-assessment approaches. However, with an increasing attrition rate of senior staff members, and a new personnel increase of over 40 percent this year, many challenges remain to achieve success.



Case Study 3

The third organization is a financial services provider of some of the largest mutual funds and equities in the world. The company employs over 20,000 individuals in multiple U.S.-based locations. The organization has been proactive in career planning, succession planning, and integrating efforts. New hires are explicitly informed that the corporate culture demands that all employees be committed to professional development and seek promotion.

Efforts to integrate career planning and succession planning in this company are extensive. Company leaders have built an on-site corporate university that supplies employees with access to the latest technology and to training sessions. Competency models have been developed throughout the organization, and development is tied to building competencies and to helping individuals achieve their career goals. Data is regularly compared to determine if competency achievement is consistent with internal career goals identified by supervisors and employees. Stakeholders offer recommendations and periodic reevaluation to determine the most appropriate ways to develop talent.

The CEO has set the expectation that every member of management will proactively assist workers in their developmental efforts. That expectation is closely aligned to company goals of keeping attrition rates low, building future bench strength, and realizing the potential of prospective leaders. Company managers make it a point to promote from within and emphasize to employees that, if they want to advance, they must develop their competencies to qualify for the next level on the chain of command. Employees indicate that they know exactly where they can go within the organization, and they know how to get there because they are familiar with the available developmental activities. This company’s leaders believe that developing employees provides a competitive advantage over other organizations in their business sector. This company leads their industry in retention rates, recruitment of potential candidates, and overall employee job satisfaction. The CEO is defining key factors to the organization’s success and pinpointing business issues expected to be the focus of future plans.



Summary of the Cases

These case studies illustrate organizations at different stages of integrating career and succession planning. Several key issues must be addressed to ensure that the integration process succeeds. Understanding the needs of the organization is a good place to start when deciding how, when, and how much an integrated career planning and succession planning program is appropriate.





Assessing the Need


Accurately defining strategic objectives and expected outcomes can be extremely difficult. It is possible to pursue career planning and succession planning actively and systematically align those efforts with the organization’s strategic objectives and integrate those efforts. To those ends, however, the organization’s leaders must establish a supportive infrastructure and provide the resources. Of greatest importance, perhaps, is assessing the need.

The key to understanding organizational need is a thorough examination of corporate objectives, the current workforce, and product output, aimed at identifying organizational goals and competency deficiencies.3 A rigorous needs assessment examines what is happening, what should be happening, and what will happen, and then pinpoints talent or staffing deficiencies for action. Consider these important questions:


	Where does the organization stand compared to competitors?

	What is the organization good at producing or providing?

	What areas need the most attention to meet strategic objectives?



The answers to these questions can provide key stakeholders with much useful information so they can develop strategic planning efforts to address career planning and succession planning needs. Further, leaders who proactively participate in key decision-making activities lead more financially solvent organizations.4




Clarifying Programmatic Goals and Alignment

When a needs assessment is completed and reviewed by senior executives and other key stakeholders (e.g., members of the board of directors), the key objectives must be established as organizational policy. In most organizations, high-level policymakers focus on long-term objectives, requiring additional training for employees and identification of star performers.5 Defining measurable objectives for the program is the first step. However, much remains to be done.

It is crucial to recognize the impact that program objectives may have. Achieving alignment among the objectives of the career planning program, the succession program, and the organization’s strategy is essential for success. Only when alignment occurs can executive support become focused, resources identified and brought to bear to achieve results, and human resource efforts brought in line to support the objectives. Once the program objectives are clear and have been aligned, informing employees with a crafted media strategy—that is, a planned series of messages over time—is crucial to building awareness.

Communicating a corporate message or strategic plan to an organization can be a challenge in its own right. As skilled and committed leaders are converting disbelievers into supporters, some employees may remain skeptical of new initiatives. That is especially important to the subsequent success of career planning and succession planning programs. Employees will become interested if they know they will benefit from developing their competencies through organized career planning programs.

Clarifying and aligning program goals to meet defined objectives builds acceptance and support from employees. Some executive-level personnel hesitate to share their strategic vision with employees fearing negative repercussions if information leaks to competitors.6



Gaining and Retaining Management and Employee Support

Employees who believe they have a voice in their organizations are more committed to achieving organizational objectives.7 Further, buy-in and subsequent implementation of an effort cannot take place if implementers (employees) do not enjoy ownership.8 This can also lead to a greater sense of trust by employees when a final strategic plan is communicated throughout the entire organization.9

It was noted in 1982 by Mowday, Porter, and Steers, that three factors must exist for individuals to be classified as supporters of an initiative:


	A resilient belief in the processes, mission, and approaches established by the organization

	A desire to put forth the effort to contribute to the mission of the organization

	An inherent pride and sense of loyalty to the company10




Follow these guidelines to build and maintain support for an integrated career planning and succession planning process:


	Make sure that employees have a say—and that their say is acted on—in planning professional development efforts.

	Craft communication to employees that is clear and appropriate to the audience, relating to their needs rather than to those of management.

	Credit those who contributed to creating the program to show broad- based support.

	Demonstrate the benefits that will be experienced by those participating in developing themselves professionally.

	Indicate that developmental opportunities and succession pathways are not limited to a chosen few in the organization and that they are available to all to share and succeed.

	Set a clear expectation of corporate culture: what it was, what it now is, and what it is to be.



One objective of a succession management plan is to identify why key employees leave. Employees often leave an organization for advancement opportunities at a competing organization. The opportunity to participate in development, lack of promotion potential, lack of empowerment, a feeling of being underutilized, unequal pay compared to performance, and lack of training and development are additional reasons for an employee to leave an organization.

Often leaders claim that regularly managing talent and addressing career planning is too difficult to implement. Many reasons are listed; however, the ultimate outcome is that current talent misses out on mentoring, coaching, performance assessment, goal planning, and open discussions that address both employee and leader concerns.

Another important concern is when one-on-one dialogue is omitted and the employee misses positive reinforcement and subsequent engagement. Leadership should understand why managers feel they cannot support talent management objectives. Table 4.1 is a working model for planning how to overcome barriers that prevent managers from supporting talent management on a daily basis.

Table 4.1 A Tool for Planning How to Overcome Barriers That Prevent Managers from Supporting Talent Management on a Daily Basis
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Creating and sustaining the corporate infrastructure is of utmost importance. Managers receive direction from leadership, but they must create a link between strategic goals and employee career planning to realize succession planning objectives. One way to tackle the barrier of consistent follow-through with employees is to create a target employee connection goal each week. Commit to connecting with employees and combine career planning and talent management elements in the conversation. Consider first what strategic objectives impact your area or their role and your talent needs both short and long term. Decide how many employees you will talk with each week and then set aside time to talk.

Idea: Try this three-minute drill with a few employees each week. Most leaders say they don’t have enough time to connect with each employee. Everyone has three minutes in his or her day to connect with one or two employees. Review their performance assessment: what is going well; opportunities for growth; and short-, medium-, or long-term vision of the future.


	Get employee feedback on goals, plans, needs.

	Plan to address their development needs, goals, alternate assignments.

	Return to that employee regularly to check in and revisit the three- minute drill.



Imagine the impact if each manager/leader connected with 5 to 10 employees a week, engaging them in a discussion about their performance, their future, and aligning them with the organizational strategic goals. Imagine the impact in a month or in a year. It is easy to see real-time benefits to this quick and simple drill:


	Employees get one-on-one time with a mentor.

	Share communication about organizational plans.

	Employees have an avenue for feedback

	Employees receive real-time performance reinforcement

	Manger could get feedback about issues or ideas for performance improvement.

	Gather data about programming effectiveness.





Corporate Culture

Values, defined as fundamental beliefs about right and wrong ways of doing things, are fundamental to the growth of any corporate culture.11 The culture of an organization can be defined as a compilation of the knowledge gathered through employees’ work and life experiences.12 Leaders wishing to overhaul the career planning and succession planning programs of their organization must first consider the existing corporate culture. This consideration is crucial to determining where the organization can modify its processes without causing substantial disruption. A key to avoiding disruptions is a thorough understanding of the workforce and its capabilities. These questions can assist in reaching this understanding:


	What message is being communicated to the organization? Is it consistent with previous goals and missions, or is it a new process?

	If this is a new process, are employees willing and able to make a change to better the organization and themselves? If not, modifying the intended system may be necessary.

	Are changes in the career planning program and the succession planning program pertinent, clear, and achievable?

	Have the benefits of integrating the career planning and the succession planning programs been compellingly communicated to employees?

	What resources are required to achieve this change or reinforcement in corporate culture, and will they be provided?



The answers to these questions can shape decisions about ways of implementing career planning and succession planning programs and ensuring their integration. Corporate culture is not changed suddenly or painlessly. Corporate culture is a product of organizational experience, and key to changing culture is giving the organizations’ members new and successful experiences so they see new, effective ways to achieve career goals.

Chapter 5 addresses the challenges and opportunities brought about by a diverse workforce—with a special emphasis on several generations working together in the workplace—yet another foundational topic for integrating career and success planning program.


Five

The Diverse Workforce: Generations at Work


Change has been a constant in the demographic landscape of the United States, and the next 50 years will be no exception.



	By 2050, the U.S. population is expected to increase by 50 percent, and minority groups will make up nearly half the population.

	Immigration will account for almost two-thirds of the nation’s population growth, and the workforce will also grow and mirror the increasing diversity of America.

	The population of older Americans is expected to more than double.

	One-quarter of all Americans will be of Hispanic origin. And almost one in ten Americans will be of Asian or Pacific Islander descent.

	Women’s employment rates are rising, while those of men are declining somewhat.

	Increasing numbers of persons with disabilities are entering the workforce, although this labor pool is still largely untapped.

	The educational attainment of the American workforce is rising in time to meet the serious demands of the next century’s highly technical, highly changeable job market.



So, who are the workers of the future? Many will be older versions of us. Over half of the U.S. population of 2030 are alive today.1

The U.S. Government Accountability Office (GAO) explains diversity management as a process intended to create and maintain a positive work environment where the similarities and differences of individuals are valued, so that all can reach their potential and maximize their contributions to an organization’s strategic goals and objectives.2

Is Diversity a Science or an Art?

What’s the best approach to recruiting and maintaining a diverse and qualified workforce? “There is no ‘right’ way to successfully recruit a diverse workforce. Whether a firm approaches diversity … on a more personal level or [as] a science … there are a few guidelines [to] keep in mind when developing a recruitment strategy:


	Have clear leadership from the top, and very visible senior commitments.

	Create company-wide engagement in the diversity strategy.

	Make sure your diversity strategy is fully integrated with your business strategy.”3




In early 2014, Susana Rinderle, a trainer and coach who has been “navigating differences in life for more than 35 years,” wrote a very thought-provoking blog entitled “Diversity Isn’t Dead, But We’ve Been Doing It Wrong.” She supports her title with statements she frequently hears (even from diversity professionals): “Diversity is dead. Diversity is buried. Diversity is a waste of time and money. Diversity is appealing but not practical.” Ms. Rinderle’s premise? “Diversity has failed for two reasons: (1) we’ve been doing it for the wrong reasons and (2) doing it the wrong way.”4


She explains, “The real reason to do diversity is because it gets better [organizational] results. Research shows that diverse groups outperform individuals, non-diverse groups and even a group of ‘the best.’ Diverse groups outperform on crucial human activities like cognition, cooperation, coordination, prediction and problem solving. Diversity gets us better education, health care, policies, communities and even profits.”5


To defend her idea that diversity contributes to better financial results, Ms. Rinderle cited the DiversityInc website article Top 50 Stock Index Outperformed Major Indexes. (See http://www.diversityinc.com/the-diversityinc-top-50-companies-for-diversity-2014/). The article claimed that “over five years, the DiversityInc Top 50 Stock Index outperformed the Standard and Poor’s 500 by 80% as well the Dow Jones Industrial Average by 50%.” Luke Visconti, creator of DiversityInc, further explains, “I think it’s inaccurate to say ‘diversity’ is the sole factor in making these companies stock-market winners, no more so than ‘inventory control’ or “raw-material sourcing”—but I do think that ‘diversity’ is a key aspect of superior corporate governance.”6


Compared to the Fortune 500, the 2013 DiversityInc’s Top 50 Companies have:7



	76 percent more blacks, Latinos, and Asians on their boards of directors

	54 percent more women on their boards of directors

	43 percent more women in the top level (CEO and direct reports)

	16.6 percent more blacks, Latinos, and Asians in the top level (CEO and direct reports)

	14 times more CEOs who are black, Latino, or Asian

	16 percent of top 50 CEOs are black, Latino, or Asian versus 1.2 percent for the Fortune 500



“By focusing on diversity management and looking for more ways to be truly inclusive, leading organizations have recognized that diversity can contribute to the achievement of improved individual and organizational performance. Accordingly, diversity management makes good business sense that enhances productivity and innovation. For example, promoting diversity might help an organization expand services to meet the needs of a more diverse customer base. Findings also revealed that fostering a diverse and inclusive workplace could help organizations reduce costs by reducing turnover, increasing employee retention across demographic groups, and improving morale.”8


Charlie Garland and Evan Smith wrote an additional perspective about the value of diversity and diverse opinions. “Diversity can be an active tool organizations can use to generate innovation products and services. People with different life experiences and ways of thinking look at problems with unique points of view. They are more likely to see details of a situation differently than others looking at it from a more conventional perspective. Diversity and innovation present unique opportunities to move beyond the walls of the organization and embrace external and internal stakeholders. But to truly benefit from this resource, [an organization] must believe in and support inclusion.”9


The GAO prepared a report that revealed “a high-performance organization relies on a dynamic workforce with the requisite talents, multidisciplinary knowledge, and up-to-date skills to ensure that it is equipped to accomplish its mission and achieve its goals. Such organizations typically (1) foster a work environment in which people are enabled and motivated to contribute to mission accomplishment and (2) provide both accountability and fairness for all employees. To accomplish these objectives, high-performance organizations are inclusive, drawing on the strengths of employees at all levels and of all backgrounds—an approach consistent with diversity management.”10


Of the diversity management professionals the GAO spoke with or the publications reviewed to identify leading diversity management practices, a majority cited nine practices in Table 5.1 as primary.

Table 5.1 Nine Leading Diversity Management Practices Identified by the GAO11
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Terms

This chapter refers to two terms: diversity and inclusion. To provide a common language for discussing both concepts, we use the following definitions:


Diversity refers to the range of human differences that include the primary or internal dimension such as




	Age

	Gender

	Race

	Ethnicity

	Physical and mental ability

	Sexual orientation



The secondary or external dimension includes:


	Thought styles

	Religion

	Nationality

	Socioeconomic status

	Belief systems

	Military experience and

	Education



Inclusion involves the active, intentional, and ongoing engagement of our diversity, where each person is valued, respected, and supported for his or her distinctive skills, experiences, and perspectives, to create a working and learning environment where everyone experiences personal fulfillment and participate fully in creating a successful and thriving (organization). It is a means of creating value from the differences of all members of our community, to leverage talent and foster both individual and organizational excellence.12

The population of the world in which we live is as diverse—full of variety—as one can imagine. There are the obvious “varieties” of people we easily observe: age, sex, race, physical appearance and ability, language, ability to communication, even smoking habit. Then, human differences may take a little longer to spot: thinking and learning styles, life experiences, introversion and extroversion, spiritual beliefs, and even the ability to work with others. “People are only as different as we make them out to be. We choose which characteristics we want to highlight mostly based on what we’re comfortable with. Ideally, we use people’s unique characteristics to make our workplace stronger rather than creating divisions.”13

The topics of diversity and inclusion are broad and deep (over 25.6 million books on a Google search). So, the focus in this book is age diversity, the reality that exists everywhere in today’s workplace. “Transferring knowledge across generations will depend on building relationships and communication approaches that work for all employee groups.”14



Age Diversity

Referring to the most basic understanding of diversity as being a range, we address age ranges in this section rather than a generation gap, a frequent topic in popular literature. Author David Buckingham proposed that “the notion of a generation gap has been around for decades, if not centuries. It typically emerges because of adults’ fears about the escalating pace of societal change and their anxieties of a loss of continuity with the past. The notion of a generation is more complex than it might appear at first sight. To identify a generation, set boundaries around it, and characterize or define it is far from being a straightforward matter.”15

Several substantial studies reveal that the concept of a generation gap exaggerates the reality of different generations. “Generation gap analysts believe these shared life experiences condition generational groups to see and act differently than other generational groups; hence, the emergence of a generation gap. These generational differences, they believe, cause us to communicate and use technology differently and have different world-views and perspectives on family and work-life balance.”16

Merit is overcoming time-in-grade, or any other variable, as the deciding factor in advancement. One outcome of this largely accidental generational blending is creativity, or at least it can be. People of different perspectives always have the potential to bring different thoughts and ideas to problem solving and future opportunity. An unfortunate outcome, one that mitigates positive creative synergy, is intergenerational conflict: differences in values, views, and ways of working, talking, and thinking that set people in opposition to one another and challenge organizational best interests.17

Rather than exacerbate the “generation gap theory,” this section focuses on the values each generation presents in the workplace and ideas to advance organizational cultures and communications to positively influence common generational traits.



Defining the Generations

A basic academic definition of a generation is “an age cohort that comes to have social significance by virtue of constituting itself as a cultural identity.”18 Dr. Marla Weston described generation as “a group of people born in the same general time span who share some life experience—such as big historical events—pastimes, heroes and early work experiences.”19

The four cornerstone principles to operationalizing the concept of generations are:


	No generation has better values; they are just different values.

	Generations (also known as cohorts or birth cohorts) describe the “average” time between the birth of parents and the birth of their offspring typically 20 to 25 years.

	Generational labels vary depending on the researcher you follow. “Today, academics and marketers alike are brainstorming names for the generation after millennials.”20

	Cohort dates may vary plus or minus five years depending on the generational researcher.



It may be more accurate to state age ranges when referring to a generation. A young Generation Xer may feel more culturally similar to Gen Y. Cultural and behavioral tendencies don’t have fixed age breaks. That’s why many argue that it’s more useful to look at personas rather than age brackets.21 Generation Y age range is often a contested point. No one is sure which date range is correct. There’s no right or wrong answer just merely opinions.22


The four distinct generations and characteristics that are frequently found in the workplace are enumerated in Table 5.2.

Writer Marion White explained that the “diverse world views and life approaches [exhibited by differing generations] can cause workplace clashes of epic proportions, lower morale and increase turnover, requiring HR and talent professionals to take special care to keep the peace in workplaces.”23 Several generational researchers acknowledge observing workplace differences and generation stereotyping but attribute them more to ageism.24


Table 5.2 The Four Distinct Generations Frequently Found in the Workplace




	Names of Generations
	Population Estimates and Population Shares as of July 1, 2013 (U.S. Census Bureau)
	Milestone Ranges



	Traditionalists Silent Generation
	44.7 million/14%
	Birth years: 1925 to 1945
Ages in 2014: 69 to 89



	Baby boomers
	76.5 million/24%
	Birth years: 1946 to 1964
Ages in 2014: 50 to 68



	Generation X
	61.7 million/20%
	Birth years: 1965 to 1980
Ages in 2014: 34 to 49



	Generation Y
	86.8 million/27%
	Birth years: 1981 to 2001*
Ages in 2014: 13 to 33





* Generation Y age range is a frequently contested point. No one is sure which date range is correct. There’s no right or wrong answer just merely opinions.22
Source: Adapted from Robert D. Jackson, “Managing for the Ages,” 2009.




“Ageism is a system of stereotypes, policies, norms, and behaviors that discriminate against, restrict, and dehumanize people because of their age.”25 AchieveGlobal has identified 12 signs to aid in detecting organizational ageism:


	Employees routinely judge others based solely on age.

	Multigenerational teams struggle to complete their work.

	Older and younger employees compete for recognition or resources.

	Employees routinely complain about members of other generations.

	The organization usually hires only within certain generations.

	Employees routinely dismiss ideas offered by younger or older colleagues.

	Managers believe they need special training to lead other generations.

	People make comments or assumptions about individuals based on their age.

	Managers assume that younger or older employees are incapable of performing certain tasks.

	Members of certain generations are routinely passed over for promotion.

	Older workers often express the desire to retire early.

	Younger workers appear disengaged or uninterested in their work.26




Chronic ageism within an organization can be toxic; however, an age- blind organization is not practical. “Organizations cannot ignore … age dynamics, but should adopt ‘age-aware’ rather than ‘age-free’ practices.”27


Research conducted by Ben Rosen proposes that “generations may have more in common than previously thought. We found that baby boomers, Gen Xers, and Millennials all shared the same top five expectations of their employers. They also agreed in their views of what an ideal leader should look like.” Rosen’s research found that all three generations expected the following from their employers:


	To work on challenging projects

	Competitive compensation

	Opportunities for advancement, and chances to learn and grow in their jobs

	To be fairly treated

	Work-life balance



Baby boomers, Gen Xers, and Millennials also agreed that the ideal leader:


	Leads by example

	Is accessible

	Helps others see how their roles contribute to the organization

	Acts as a coach and mentor

	Challenges others and holds others accountable



“My research findings reveal that there are some work expectations and leadership perceptions that the generations have in common; that doesn’t mean, however, that there isn’t cross generational friction as well, but I believe the starting point for bridging any possible generation gap is to build on the similarities.”28

Chris Blauth’s research with AchieveGlobal suggested these steps to promote cross-generational collaboration:


	Because all age groups, generations, organizational levels, and geographic regions endorsed significant age stereotypes, all employees could benefit from training that dispels false beliefs about age differences in the workplace.

	Because senior leaders appear highly susceptible to generational bias, they especially need this training. With their status and visibility, senior leaders who avoid age stereotyping could have enormous positive impact on all other employees.

	Because younger and older employees hold negative age stereotypes about one another, constructive cross-generational dialogue about age differences and stereotypes could help people of all ages shed false beliefs about other generations.

	Despite the popular view, the survey revealed no significant generational differences in preferred work styles or desired job characteristics. Training should therefore focus on helping employees challenge their own age stereotypes.29






Working with Shared Values Across the Generations

The bottom line: It’s time for HR and talent management professionals to stop looking at what divides us among the generations and start with what keeps us together:


	We all want our organizations to succeed
All generations desire continuous employment and are highly committed to good employers. It stands to reason that we all want our organizations to succeed.

What HR and talent management professionals should do:


	Develop an organizational culture that encourages employee decision making.

	Offer employees learning and development opportunities that will allow them to succeed in their jobs.

	Implement coaching and mentoring programs.




	We all want the same thing from our leaders
All generations agree on the characteristics of an ideal leader.

What HR and talent management professionals should do:


	Use this knowledge to develop leadership programs that encourage the development of those characteristics.

	Foster organizational cultures that encourage leaders to lead by example, be accessible, serve as coaches and mentors who can challenge employees and hold them accountable.





	We all want some measure of success in our careers
We all want opportunities for promotion and the chance to work on challenging projects, suggesting that all generations want to feel successful in their careers regardless of what their life stage may be. We all want to feel we are viewed as competent, knowledgeable workers and to be treated with respect for our contributions.

What HR and talent management professionals can do:


	Develop strong leadership programs to enhance existing leaders’ skills and abilities and to identify and foster future leaders within the organization.

	Offer coaching and mentoring programs to encourage cross- generational communication and enhance career satisfaction.

	Create employee reward systems that acknowledge employee contributions.




	We are all aging
If we refocus “generation gap” to mean life stages, the differences among age groups can be seen as a continuum and not necessarily divisive. Clarifying expectations about what work-life balance, professional behavior, and workplace engagement mean to different generational cohorts can promote workplace collaboration.

What HR and talent management professionals can do:


	Offer work-life balance programs that meet employees’ needs at every life stage.

	Develop coaching and mentoring programs to encourage cross- generational communication.

	Clarify expectations about how different generations define work-life balance, professional behavior, and workplace engagement.





	We will all face challenges
Just as aging is inevitable, so is the uncertainty that comes with the future. The challenges we face today will change and new, unanticipated challenges will arise. Our world is changing faster than ever as seen through the evolution of technology, the global economy, growing and waning populations across the world, and the ever-increasing strain on the environment. These and other changes have a ripple effect on the business world and will require a collective effort of all generations to ensure the survival of their organizations.

What HR and talent management professionals can do:

Develop change management programs to help employees at all levels cope with a rapidly changing workplace.30







The Business Case for Proactively Managing a Multigenerational Workplace


An “age-neutral” workplace supports real communication and understanding across all ages and builds on the unique values and strengths of each generation. [Organizations] that pay attention to intergenerational issues will see an impact on their bottom line in a number of areas:


Corporate Culture


	Educating employees on generational issues boosts understanding, respect and productivity.

	A commitment to retaining corporate knowledge across generations prevents “brain drain” and keeps an organization competitive.

	Age discrimination claims are reduced through employment practices based on fairness and equal opportunity for all generations.





Recruitment


	Recruitment messages geared to each generation will attract talent across the age spectrum.

	Workers age 55–64 make up the fastest-growing group in the labor force, while the 35–54 age group is growing much more slowly. Targeted recruitment of mature workers gives employers a competitive advantage in acquiring the right talent.

	Knowing how to attract younger workers is crucial to ensuring future business success and leadership.

	Commitment to age diversity builds [an organization’s] reputation as an “employer of choice.”





Employee Engagement


	Managers who know what motivates employees of different generations are more effective in keeping them engaged.

	Engagement supports financial stability. A 2006 Gallup poll estimates the cost of employee disengagement at $328 billion per year. (Read more about employee engagement in Chapter 13.)

	Employee satisfaction is higher when workers believe that career development opportunities are equal for all, regardless of age.





Retention


	An engaged workforce results in higher retention and reduced turnover and training costs.

	Employee benefits geared to the needs of different generations can build loyalty and retention.

	All generations want their contributions to be recognized. Rewards and recognition should reflect each group preferences and priorities.





Customer Service


	Each generation has unique service preferences. [Organizations] that understand and adapt to those preferences will attract and retain customers across the age spectrum.

	Appealing to different generations can open potential new markets and lead to new products and services.31





Seven Principles for Managing Generations Successfully


	Initiate conversations about generations. Individuals often make judgments about each other without realizing those judgments are generational in nature—and they tend to keep those judgments under the table. When they get them out in the open, the issues become less personalized and more generalized. They become easier—and sometimes even fun—to talk about.

	Ask people about their needs and preferences. Out of the best intentions, human beings often project their preferences onto others. The only way to know for certain what someone else’s needs and preferences are is to ask!

	Offer options. Working successfully with a mix of generations means offering as many choices as possible to suit the needs and preferences of a diverse workforce.

	Personalize your style. Be flexible. Learn about preferences of others on the team and find creative ways to meet their expectations.

	Build on strengths. The best mixed-generation work teams recognize the unique strengths of each individual. Urge people who are different to become more of who they already are, rather than trying to blend in with the rest of the team.

	Pursue different perspectives. Many work teams would say they tolerate differences, but the mixed-generation teams that truly succeed go beyond tolerance.

	Choose people with varied backgrounds and perspectives to work on projects together.32







Strategic Questions


Organizations that are ahead of the curve will carefully analyze the composition of their current and future workforce, as well as their current and future customer base. Here are key questions for your organization to consider:

1.What are the current human resources practices in your organization that support generational differences? What is the generational composition of your current workforce?


	Does the proportion of generations in your workforce reflect the proportion in the profession?

	Is there a concentration of generations in line versus staff positions?

	Is there a higher attrition rate among members of one generation?



Career paths


	Are all generations involved in making hiring decisions? Since people hire others like themselves, hiring decisions made by mixed generational groups result in new hires from various generations.

	Regarding promotions within a given level, are members of all generations considered? Are promotion decisions made by a mixed-generation group? People may see other generations in a somewhat skewed light. Considering input from other generations could bring insights to decisions.

	Are 50+ workers passed over for promotions because it is assumed they are near the end of their careers?

	Do performance appraisals consider generational differences? Are there general categories based on subjective criteria like “attitude” or “work ethic” in your performance appraisal system?

	Are all generations included in succession plans? Does the succession planning committee have representatives from several generations? Often people view others from their own generation more positively.

	Regarding career paths, which generations are most likely to be given critical assignments on task forces or in high visibility work groups?



Workplace culture


	What strategic capabilities are needed from employees?

	Are there generational gaps that should be addressed through training, recruiting, or retention?

	Are quality of life programs used equally by members of all generations? Are these programs encouraged and championed in some areas but discouraged in others? Are any generations discouraged or careers jeopardized from participating in these?

	Do the results of internal employee surveys and polls vary for the different generations? If so, how will you address the differences?

	In the exit interview process, do you probe for reasons why the best and brightest leave? Are there generational issues that affect exits? What would have caused them to stay?

	Has the organization considered conducting a Regretted Loss Analysis? To conduct this analysis, the organization identifies employees who have left the organization (in the past one to three years) that the organization wishes had stayed. These employees are contacted and asked: “Why did you leave? What would it have taken for you to stay? What are you doing now?” Information from these interviews can help identify issues that contribute to retention problems.



2.What will the generational composition of the workforce likely be in five years?

Nationally, the proportion of Generation Xers will remain about the same while the percentage of Millennials will increase. Some baby boomers will have left. What is the organization doing to prepare for this change?

3.How are the generations represented in your current customer base?

Does the proportion of generations in the workforce reflect the proportion in the customer base? How are marketing strategies developed? Are generational differences considered to ensure communication about the product or service can be “heard” by members of all generations? Which generations use the products or services?

4.What will your customer base look like in five years?

Will current product or services still be in demand in five years? If so, by which generations? If not, what is the strategic plan for developing products and services in order to thrive? Is the future target generation larger or smaller than the current target?33



Do You Value Multiple Generations in the Workplace?


The following statements may help a workgroup, team, department, or organization diagnose their effectiveness at creating a culture where all generations can thrive. The more statements that match behavior in your workplace, the more your organization is likely to be “generations-friendly.”


There’s not just one type of person who is successful here.



	When we put a project team together, we consciously include a variety of perspectives.

	We treat employees like customers.

	We talk openly about our different viewpoints.

	We talk openly about what we want from our jobs.

	Our policies are based on what customers and employees want.

	Our work atmosphere is relaxed and informal.




We have a lot of fun together.



	We’re known for being straightforward with each other.

	The people who work here have the big picture along with specific goals and measures, and feel free to find their own best way of reaching them.

	We expect the best from everyone here, and we treat them as if they have great things to offer and are motivated to do their best.

	We focus on retention every day.

	Our work assignments are broad, providing variety and challenge, and allowing each employee to develop a range of skills.34







Young Bosses and Older Direct Reports


A new generation of professionals entering management means the correlation between seniority and leadership could disappear. One third (34%) of U.S. workers say their boss is younger than they are and 15 percent say they work for someone who is at least 10 years younger, according to a CareerBuilder survey. While most workers said it isn’t difficult to work for a younger boss, differences in work styles, communication, and expectations illustrate the changing nature of office life.

According to Rosemary Haefner, a vice president at CareerBuilder, “Age disparities in the office are perhaps more diverse now than they’ve ever been. It’s not uncommon to see 30-year-olds managing 50-year-olds or 65-year-olds mentoring 22-year-olds. While the tenants of successful management are consistent across generations, there are subtle differences in work habits and views that all workers must empathize with when working with or managing someone who’s much different in age.”35


Looking at managers and workers ages 25–34 and managers and workers 55 and older, the survey found generational differences in:



	
Communication: While a majority of both age groups expressed a preference for face-to-face communication, evidence of a small digital divide exists. The phone, however, has fallen out of favor across the board.

	
Perspectives on career path: Younger workers tend to view a career path with a “seize any opportunity” mind-set, while older workers are more likely to place value in loyalty and putting in the years before advancement.

	
Hours working: Younger workers are more likely to log shorter hours than workers 55 and older. Older hiring managers are more likely to arrive to work earlier than younger managers but less likely to take work home with them. Younger workers are more open to flexible work schedules than their older counterparts.

	
Work styles: Different generations take a much more distinct approach to workplace projects. Younger generations are more likely to want to plan rather than “dive right in” to a new initiative.36






Tammy Erickson, a popular generational researcher, wrote “if two individuals are from different generations, it’s always easy to misinterpret the other’s actions based on different generational perceptions.” Tammy provided several tips for managers and direct reports:

What can an older executive do to ease such a transition and work effectively with a younger boss?


	Figure out how the other likes to communicate and do your best to adapt.

	Go out of your way to signal that you recognize and respect what the younger person brings to the party.



Younger executives put in the position of managing executives perhaps their parents’ age can also feel awkward. These are two tips for younger managers:


	Ask lots of questions. The new boss needs to avoid coming in with preconceived notions.

	Go out of your way to signal that you recognize and respect the positive elements of “the way it has been done so far.”



Many “across the ages” relationships work well. It can work with any two people who approach the relationship with a spirit of mutual respect and shared learning.37




Organizations Often Need to Retain Retirees

Although U.S. Census Bureau data reveals 76 million people were born in the “baby boomers” era (1946 to 1964), the retirement tsunami is approaching. However, that tsunami isn’t developing as fast as we thought earlier as many retirement-eligible employees continue to work. It’s not as much the state of the economy that’s keeping workers working but, on the contrary, many employers are encouraging retirement-eligible works to stay on the job or at least be available in an “on call” basis. Why? “Because the younger, cheaper resources don’t have the skills, experience, knowledge or often even the desire to do the work. [Organizations] find themselves with major skill gaps and fading ‘tribal knowledge’ as their retirees exit the marketplace. [Organizations] facing this challenge must have a specific program and methodology for re-engaging retired/alumni back into their organization.”38




Employee Resource Groups or Affinity Groups

Another tool that organizations and employees may use to enrich career planning and succession management is an employee resource group (ERG). An ERG, also known informally as a networking group, is a group of individuals who provide support for those of similar backgrounds or interests such as gender, race, or other underrepresented populations. Originally, ERGs served as a setting where employees could gather with others for professional support within their organization.39 While that is still a role, it is increasingly common for ERGs to now serve as a strategic resource for organizations to address existing and future business issues, provide business insights, solve business problems, and build leadership skills. As an organizational resource, employees are, in turn, engaged with an organization in innovative ways.40


Effective ERGs can play an integral role in career planning and succession management through employee engagement as well as employee recruiting and retention. Research shows that engaged employees exert 57 percent more effort at 
work and are 87 percent less likely to resign,41 while more than 85 percent of corporate survey respondents indicated that their ERGs impacted recruitment and retention.42 In relation to retention, it is common for employees to view ERGs as conduits for career advancement, encouraging their participation in these groups.


ERGs must be carefully planned, well managed, and have clear and measurable outcomes. They have been most effective when senior management was involved and an Executive Sponsor was assigned to lend support and link the group’s mission and work directly to business goals. Operating a successful ERG is an on-going process, which requires continuous nurturing, but the benefits derived are well worth the effort.43



Employees and organizations alike are encouraged to get out of their comfort zones and recognize that effective EGR support is where they both may find their greatest growth.

Chapter 6 addresses two keys needed for successful career development and succession planning: competencies and values.


Six

Competencies and Values: Keys to Successful Career Development and Succession Planning


Thinking systemically is a key component of organization performance. Organizations today have recognized that career development and succession planning must be continuously linked to an organization’s strategic direction. Ensuring that succession plans and career development are integrated requires an awareness of corporate culture, strategic goals, and how systems are used throughout an organization. Organizations creating an infrastructure to align succession plans and career development programs apply systems thinking by aligning the organization’s anticipated growth and strategic objectives with the individual’s career plan. This chapter uses systems thinking by linking an organization’s competency model to an individual’s value system. In this chapter you will learn how:



	Competency models are constructed

	Value systems are used to guide behaviors

	To align succession planning and organization development

	To integrate competency models and value systems




Clear expectations are the foundation for performance. Competency models and value systems are critical to establishing an organization’s succession plan and an employee’s career plan. Linking them has the potential to create a synergistic program that is employee centered and performance driven. This chapter describes how competency models and value systems can be designed and developed into succession and career planning practices. A competency model, a much misunderstood term, is a way to describe work-related behaviors, skills, and knowledge that are required components for achieving desired work results. Competency models speak to results and to the person needed to achieve them. A value system is an implicit way of behaving that reflects priorities and worth within an organization.



Value is defined as what an individual considers important. For example, if an employee values family and has a job requiring 70 hours per week, the person may feel stressed and conflicted between family and work expectations. Values are the foundation for an individual’s sense of purpose and life direction. Competency models and value systems are linked by the common element of motives as determining variables for success. For competency models to improve performance, managers must understand behaviors or results that produce below-average, average, and above-average performance. Ideally, leaders describe and share expectations with employees for the behaviors or results required for exemplary or outstanding job performance.



Competency Modeling


Competency models should be developed with the best performance in mind since they provide the foundation for all aspects of human resource management including recruitment, selection, performance evaluation, career path, promotion, reward system, training and development, and more. Levels of performance are governed by individuals’ approaches to work and their knowledge, skills, and abilities. Three levels of competency are used for describing work:


	Job competencies: Behaviors that are commonly demonstrated in performing the job and are demonstrated by all performers of a job.

	Performance competencies: Behaviors that are critical to the successful performance of a job and are demonstrated by the highest-level performers in a job.

	Succession competencies: Behaviors that are common to all jobs in an organization and are strengthened and expanded through increased learning and leadership experiences. Succession competencies ensure continued effective performance.



Table 6.1 outlines common job competencies, which may be found in an organization.

These levels describe an organization competency model:


	All employee competencies: Behaviors needed by all employees within an organization to be successful. Examples: communication, interpersonal effectiveness, and critical thinking.

	Technical competencies: Similar to the performance competencies described earlier, these competencies are job role specific. Examples for a training and development professional: learning technologies and measuring learning programs.

	Leadership competencies: Behaviors required for emerging leaders, managers, senior leaders, or executives within an organization. Examples: coaching and developing others, strategic planning, or leading organization change. The fact remains that the foundation for a high performance culture and mission-driven company are clearly defined core values and competencies as illustrated in Figure 6.1.



Table 6.1 Common Job Competencies and Definitions

[image: ]

When general models of managerial competency were first published in the early 1980s, the pace of workplace change was not as great as it is today. When competency models were first introduced, behaviors that resulted in superior or outstanding performance were assumed to be relatively enduring. Models were researched and designed based on desired job (work) results. The desired results associated with a job were then used to identify behaviors required for successful performance. This process, while still valid, is more difficult in today’s business world because markets are more fluid, products and services are constantly changing, technology’s continual evolution and the workforce is increasingly mobile and contingent.

Competency models may be created for job categories (such as supervisor), departments (such as human resources), or occupations (such as accountant). They may also be defined for hierarchical levels on the organization chart—such as all jobs on each level. Special competency models, called meta-competency models, may be focused on issues that cut across job categories or departments such as leadership or that are important to everyone working within an organization such as cultural competency focused on community service.

Applying competency models within an organization provides for several benefits: (1) clarifies effective and efficient job performance requirements, (2) aligns workforce skills with an organization’s strategic direction, (3) provides a method for hiring the right people, and (4) assists with predicting whether employees will succeed within an organization or job role.

Figure 6.1 Example of an Organization’s Competency Model and Value System
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This list outlines steps involved in creating a competency model, though various schools of competency modeling methodology exist and may be substituted.


	Understand development needs within the organization. Identify the leadership and employee competencies required for the organization. Benchmark desired competencies against the current workforce. Assess organizational and employee competency gaps and develop workforce training plans for all levels in the organization not meeting performance expectations.

	Identify job results and performance standards. For each job, identify the expected results and performance measures. Consider needed competencies for each job and how individual performance will be evaluated. It is critical to establish what does not meet, what meets, and what exceeds expectations. It is recommended to use both numeric (quantitative) and descriptive (qualitative) measurement forms for desired results.

	Identify job performers who will be in the study. It is very important to include employees within the study who both exceed and meet expectations for a job role. As this model will create base performance levels, those included in the study should have intermediate to expert competency levels.

	Collect data. Historically, the most rigorous models have been built through behavioral event interviews (BEIs), which ask a person in a role to describe his or her job experience used to identify the knowledge, skills, experience, and competencies used to perform satisfactory or outstanding in the role. Other methods include surveys, expert panels, and job analysis. The method used is determined by the size of the group studied and resources. Data collectors should not know which employees are categorized as “meets performance expectations” versus “exceeds performance expectations” because this information may skew the objectivity of the data collection process.

	Analyze data. Data is analyzed and organized into common performance- oriented themes. Performance themes of each person in the study will be identified and, if exemplary and sufficient performers are well chosen, the differences will be apparent.

	Establish job competencies. Draft competencies are developed from the common themes. Draft competencies include a comprehensive set of behaviors demonstrated in all aspects of the job, a definition of the competency, and a ranking of how important the competency is to the total performance of the job.

	Ask for job competency feedback. A review and feedback report is distributed to study participants. From feedback, revisions can be made to any aspect of the competency list, definition, or ranking. Following the feedback, a competency profile for the job is prepared.

	Implement competencies. Job competencies are used for selection, interviewing, evaluating performance, establishing a training program, succession planning, and career planning.




How change is introduced and implemented in a workplace reflects the corporate culture and the value system of the organization. The increasing speed of workplace change dictates more dynamic competency models. To integrate the speed of change in the workplace, in some circumstances competency models are being updated every 18 to 36 months to emulate the organization’s strategic business plan. Dynamic competency models are recognized as a way to keep current with changing business needs.1 A prime challenge for today’s organizations is to recognize changing competency requirements and react in ways that enable employees to acquire new performance behaviors, skills, and knowledge. A solution is to align an organization’s and individuals’ value systems with competency models.



Value Systems

A values system is a coherent set of agreed-upon principles adopted by an individual or organization as a standard guide for behavior. An organization’s value system forms the foundation of its culture, policies, procedures, products and services, customer service, ethics, business practices, and perhaps mission. Value systems are crucial to decision making and provide common ground from which leaders approach challenges and how employees can meet performance expectations. While competency models represent a hierarchy of specific job performance behaviors, value systems represent a framework for individual behaviors that transcend any single job.

Values are ways of thinking about intangible and tangible areas of life that place worth on activities and possessions, while a value system is a set of intangible values that guide behavior. Intangible values cannot be quantified through accounting and inventory processes; they are behavioral mind-sets that reinforce respect for each other, honesty, inclusiveness, integrity, and accountability. Tangible values are possessions that can be appraised for their monetary worth. We choose careers, develop relationships, make purchases, get involved in community groups, and engage each other based on our values. Knowing what people value helps us understand motivations behind what they do, why they do it, and how they do it. Table 6.2 presents a framework for assessing and ranking personal values.

Table 6.2 Values System Identification and Ranking Tool
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Documenting value systems can clarify behaviors. The Rokeach Values System is a classification system of values developed by social psychologist Milton Rokeach.2 Rokeach’s value system consists of two sets of values which he named terminal values and instrumental values. Terminal values refer to goals that a person might want to achieve in a lifetime such as true friendship, mature love, or freedom. Instrumental values refer to preferable modes of behavior or means of achieving terminal values such as honesty, independence, responsibility, or love.3 Research on organizational behavior reveals that less than 10 percent of organizations around the world have identified value statements, and that, for value statements to affect behavior, they should be limited to three or four values.4

People turn to their values when making difficult decisions and for guidance before taking action in a workplace situation. For value systems to be effective, they must be ranked and prioritized. Defined and prioritized values lend insight to any decision-making process and help to solve ethical problems with which individuals may be faced. Core value systems allow an organization to communicate to its employees, customers, investors, and outside stakeholders what is important to an organization and becomes the underpinning for an organization’s culture.



Aligning Career Planning and Succession Planning Programs

Business is dynamic and changing at every level. Strategic transformation is seen in marketing new business lines, global customers, client types, and services provided. Operational transformation is ubiquitous in new information technology applications, organizational structures, ways of measuring and reporting, and ways of improving productivity. New approaches to operational management require leaders to ensure that all employees understand why an organization is in business and how organizational programs and processes will help the organization achieve its goals. Connecting competency models and value systems is a recent approach that recognizes the importance of documenting and screening peoples’ internal motives and the values governing their work behavior. Competencies and values are used in Figure 6.2 to show employees how their personal aspirations are reflected in job performance behaviors.

Succession planning programs ensure a continuous supply of leaders and provide managers and employees with a career growth map. To create those programs, leaders must link individual jobs to strategy, performance measures, and succession competencies so employees know what is necessary to progress to higher-level responsibility, reach higher-level management, or pursue careers in a zigzag or career lattice motion. Today’s employee development process supports a career lattice where employees may move in several directions as they pursue career goals and gain the competency for succession planning. Employees’ career plans and development needs must be intentionally linked with an organization’s workforce needs and strategic direction. Organizations realize that developing people and planning for succession is central to organizational effectiveness and competitiveness in the marketplace.

Figure 6.2 Competency-Values Flow Chart
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The following six best practices are critical to coordinating succession planning with organizational talent management and workforce readiness.


Best Practice 1: Receive Active Support from Senior Leadership

Effective succession planning programs enjoy the active support and commitment of the organization’s top leaders. Senior leaders in succession planning provide hands-on, regular, and active participation and feedback to employees. They promote from within for a critical number of positions and supply sufficient funding and staff resources to encourage succession planning and reinforce employees as valued resources.



Best Practice 2: Link HR Programs to Future Strategic Staffing Needs

Succession planning programs should focus on present and future staffing needs to develop talent pools of highly valued employees and high potential (HiPos) employees ready to assume future leadership roles in the organization and to step into hard-to-fill roles: often highly technical or where employers retain specific skills.



Best Practice 3: Identify High Potential Talent on Multiple Levels, Early in Careers

Succession planning must be developed for entry-level, mid-level, and senior-level positions and people. They must strengthen essential competencies key to success in high-level work assignments. Participants should develop competencies to reach at least the next level.



Best Practice 4: Emphasize Developmental Assignments to Complement Formal Training

Succession planning programs push participants to build their competencies. One way is to position them in new or unfamiliar roles or stretch assignments. Stretch assignments enable employees to acquire new competencies, to broaden their professional experience, and to further their career through enhancing their knowledge, skills, and abilities. The goal of developmental assignments is to create a learning plan tailored to the employee that, in turn, results in the organization maintaining a pool of candidates ready when leadership roles and internal jobs become available.




Best Practice 5: Address Specific HR Planning Challenges Such as Diversity, Leadership Development, and Retention

Succession planning programs should address long-term HR initiatives and coordinate an organization’s workforce vision for the future. Increased recognition of the benefits of a diverse workforce (see Chapter 5) supports programs targeted at developing minorities through leadership, coaching and mentoring, training and development programs, as well as on-the-job developmental efforts.



Best Practice 6: Further Integrate Change Efforts

Succession planning programs are a focal point to integrate the organization’s capacities to perform, change, and transform. Encouraging employees to continually grow and expand creates an organization-wide mind-set for change and performance. It builds a corporate culture where development is expected and is established as an accountability for individuals and their immediate supervisors.

Employees know their personal development depends on organizational success. Succession plans allow the organization to plan for future talent needs. Career plans enable employees to chart their careers. An organization’s investment in retaining and developing high-potential employees pays for itself because it creates a valuable internal pool of proven talent and slashes unproductive learning periods and long cycle times to recruit qualified people to fill important vacancies.

Succession planning begins with well-constructed job descriptions that go beyond duties, responsibilities, and minimum requirements to include job results, competencies, and behaviors. This information clarifies performance expectations for individuals and enables managers to operate consistently. By expanding the information in a job description, leaders integrate competencies into a succession planning program.

Table 6.3 Competency/Values Gap Analysis




	Analysis Area
	Myself
	Job/Organization
	Gap





	Personal values
	
	
	



	Job performance competencies
	
	
	



	Short-term goals
	
	
	



	Long-term goals
	
	
	





Source: William Rothwell and others, Career Planning and Succession Management (Westport, CT: Praeger Publishers, 2005), 98.


While some leaders will be recruited, selected, and developed from within the organization, others will need to be recruited from outside to infuse the organization with new ideas and new approaches. Balancing in-house leaders’ experiences and cultural understanding with those from outside the organization is a strategic HR decision. An organization’s value system determines the weight it places on each side of this equation.

Career planning programs can be presented as individually driven that parallel succession planning programs. They help individuals clarify what they want to do, portray training and development as a means to the end of qualifying for higher-level responsibility, and take initiative to achieve their own career objectives. Just as effective succession planning programs begin with support at the top, successful career planning programs start with individuals making values-based, honest assessments of their career visions.

When individual value systems are documented, present job competencies can be identified. It is also possible to pinpoint gaps between present and future competencies and individual values as depicted in Table 6.3.

Integrating Competency Models and Values Systems

Competency models, values statements, and clarifying organization and individual employee values are essential elements to build a foundation for aligning career planning and succession planning processes. Competency models and values systems connect and align an organization’s core values and mission to individual employee values and set the tone for establishing the work expectations for the present and future. Competency models and values are the glue that holds together core human resources processes (recruitment, employee development, engagement, retention, and compensation), career planning, and succession planning.

The following eight points provide useful guidance on linking values systems and competency models.


Point 1: Start With Values

Competency models are strongest when individual employee values are demonstrated as job behaviors. Without values, employees lack awareness of what the corporate culture considers to be important behaviors that contribute to organizational success and employee growth. Organization values statements should be reflected in job descriptions, recruiting materials, employee performance evaluations plus training and development programs.



Point 2: Incorporate Competencies

Job competencies drive performance; competencies are driven by values. Competencies explain behaviors that are essential to work performance success. Each succession plan should have described competencies, the values they reflect, and the progression of competency level to leadership level in the organization.



Point 3: Involve Employees in Discussions

Just as job performers are at the heart of competency model data, they are also at the heart of value system data. Proper alignment depends on employee involvement in formulating, implementing, and evaluating programs. Before a competency model/value system program is implemented, it should be reviewed and verified by employees.



Point 4: Include Senior-Level Leadership to Promote Involvement

Effective career and succession planning programs require senior leaders to be engaged in communicating the importance of individual value alignment with competencies. They should be role models for the values that the organization wishes to project.




Point 5: Identify Strategic Goals and Measures

Competencies must be measurable and observable through employee performance and be integrated into performance management systems and career planning programs. Managers must be aware of the organization’s strategic goals and key performance indicators for conversations with employees about performance expectations so employees understand how their jobs align with the organization’s mission.



Point 6: Establish a Tracking and Correction Mechanism

Job competencies are dynamic and should be the focus of continuous job outputs and performance measure assessments. It is crucial to maintain a system to track how competencies and correlating values are changing. Organizations must commit to evaluating the factors which will work within their own workplaces and adapt job competencies and strategies to meet their own needs and circumstances.



Point 7: Reinforce the Reason Why the Program Is Taking Place

Communicate program updates and changes to explain to employees what strategic links exist among competencies, values, succession plans, career plans, and strategic business objectives.



Point 8: Explain How the Program Will Reflect in Organizational Operations

Provide new operational processes for performance reviews, job evaluations, recruiting and selection processes. Communicate these processes and success testimonials in regular messages to employees and managers. Not all processes and strategies are successful in every organization. Much depends on the culture as what works in one culture will not work in another.

Chapter 7 presents another foundational topic—assessment and evaluation—for integrating career development and succession planning programs.


Seven

Assessment and Evaluation for Career Development and Succession Planning Programs


Assessing, measuring, and evaluating career and succession planning programs ensures that both efforts identify and address present and future critical staffing and leadership needs. Companies with succession and career plans invest significant time and money in workforce development, and data must be collected to determine the effectiveness of these initiatives and plans. Therefore, a company might consider the fundamental question, “How do we know that our efforts have paid off?” and “Do we have any adjustments to make in the integration or the alignment of our career and succession plans with the organization’s strategic plan?”

Coordinating measurement for career and succession plans requires organizations to use measurement systems and tools to collect meaningful data used by both career and succession programs. In this chapter you will learn how to:



	Assess individual and succession plans

	Integrate mission-driven career and succession plans

	Align personal and organizational feedback

	Coordinate measurement tools



Historically, career planning programs have been used to help individuals discover their career goals within an organization and then coach individuals through developing and implementing short-term and long-term career plans. An employee’s career strengths and weaknesses, feedback on competencies, individual career aspirations and desire to grow skills and knowledge provide a foundation and focus for determining and evaluating career plans and grounding them in reality. An organization’s strategic plan, competency models, performance management systems, potential assessment methods, and individual development planning have provided a focus for succession planning. Each program relies on developmental strategies to help individuals build their competencies.

Performance feedback helps individuals keep their career objectives grounded in reality, and performance feedback also helps an organization’s leaders keep the succession plan grounded in present business needs. Ideally, what people learn to develop along their career paths builds upon what they learn to perform in their jobs. Organizational leaders who can integrate career planning and succession management programs create parallel system that can synergize with each other. Career planning and succession planning programs both rely on performance feedback. Understanding how assessment and evaluation are used in career planning and succession planning programs is crucial to implementing and integrating both programs effectively.


Using Individual Performance Management Systems in Career and Succession Planning

Individual performance reviews are common to almost every organization. Effective performance management begins with identifying job expectations and with determining the competencies, knowledge, and skills required for success in a job role. Employees must know what the goals are if they are to achieve them. Employees will not improve their performance if there is no process for providing timely, specific, and concrete feedback on how well they are doing and what should be done to improve. To support employee engagement and retention of high-performing employees, managers must deliver feedback not only at the annual performance review but also on a daily or weekly basis.

While managers communicate to employees what is required for job success, individuals are becoming increasingly responsible for determining measurable work results, descriptions of how their performance will be assessed, and for managing their careers. Knowing what is required in a job is the first step to success and employee accountability. To realize career objectives, people must know what results they are expected to achieve in their current work. To realize succession plans, organizational leaders must clarify what competencies and work results are expected within the organization.

Jobs with competency models have defined expectations, but for those jobs with no competency model or clear performance objectives, identifying measurable job expectations is the first step in aligning assessment and evaluation. As a process, performance management identifies, documents, measures, communicates, and develops individual contributions to an organization. This process creates a shared understanding between managers and employees about where the organization is going, how it is doing in getting there, and what must happen for goals to be reached. Therefore, measurement is essential in determining the effectiveness and efficiency of a performance management system. Managers assess an employee’s performance to help the employee grow within his or her current role and to prepare him or her for future roles within the organization. The foundation of a high-performance culture and mission-driven company is an effective system to manage, assess, and evaluate individual, team, and organizational performance as illustrated in Figure 7.1.

The most effective tool managers have at their disposal to objectively assess an employee’s performance is a job description. A well-written job description accurately communicates the essential functions of a job and becomes a tool to objectively assess employee performance during the annual review process. Managers should partner with human resources to make sure that job descriptions are up-to-date and accurately reflect an employee’s role within an organization. Job descriptions can be a powerful tool for employee development because the document communicates the knowledge, skills, and abilities required for a role within the organization.

Figure 7.1 Mission-Driven Career and Succession Plan

[image: ]

For employees considering a career move or for a company developing a process for succession planning, job descriptions offer insights into the key performance indicators and behavioral competencies required for success at various levels of responsibility within an organization. In this context, job descriptions provide useful information to employees about what they should do to prepare themselves for roles with more responsibility within the organization or to be considered for succession. The closer a person’s job description and career plan is to his or her personal strengths, the stronger the synergy between the person and the organization’s succession plan. When people develop career objectives based on what they do well—that is, they leverage their talents or individual strengths—their performance often naturally leads them to increase their value within an organization. Feedback and reflection by individuals and their managers is the process that gives synergy to, and helps to integrate, career planning and succession planning. The steps in this dialogue are presented in Table 7.1.

Table 7.1 Assessment and Evaluation in Career and Succession Planning
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Coordinated Measurement: Aligning Assessment and Evaluation for Career and Succession Planning

Effective organizational leaders know that multiple measurement points are crucial to identifying strengths and weaknesses in supply chains, work processes, decision systems, employee skills, and customer expectations. Such an approach involves using quantitative and qualitative variables to evaluate how well work is being performed. Quantitative measures examine factors such as time to complete, cost figures, error rates, quality rankings, net revenue, and profitability. Qualitative measures look at professional conduct, critical thinking, innovation, openness, and customer concern. In the performance management process, decision makers assess potential qualitative and quantitative measures through reviewing past accomplishments and recommended strategies for an employee’s career growth through a development plan. Proper measurement of performance, competencies, and potential is critical to successful career planning and succession planning.

These six steps are a broad framework for assessing a person’s performance possibilities:


	Review capabilities. Assessing and evaluating present capabilities is the first step in the measurement process. This capability audit results in an understanding of current strengths and weaknesses in career planning and succession planning.

	Clarify measurement starting points and goals. How and where capabilities are to be measured should be marked as a starting point. Career and succession goals should then be identified and worked toward.

	Weigh results. With an understanding of their capabilities and potential, individuals can identify what competencies should be given priority in achieving career objectives and qualifying for advancement according to succession objectives. In developing a succession plan, capability and leadership development areas should be weighed against short- and long-term business strategy.

	Identify specific measures. List the individual measures used to evaluate job performance. This current list can be built upon with previous individual measurement points so a pattern of accomplishment can be identified. If this pattern reinforces a career plan, then measurement areas can be deepened to grow higher levels of capability. In succession planning, measurement points may reinforce core competencies found in the existing senior leadership ranks. A succession plan’s measures should reinforce organizational goals by furnishing individuals with targets for performance as they carry out their work.

	Develop standards. Effective performance measures have rating scales. Providing a standard for evaluating capabilities logically follows identifying measurement plans. General standards of measurement can be grouped into three levels: exceeds, meets, and does not meet expectations. Depending upon the work, these measures may be made more specific—and less likely to be subjective judgments. These standards are useful only if each level has a definition or guideline for achieving the standard.

	Track performance. As the employee delivers work results, performance measures should be documented and tracked. Tracking results and delivering feedback advances a person along his or her career path by providing points of reference. Tracking individual performance in a succession plan offers organizational leaders data to assess workforce capabilities and leadership readiness.



The characteristics of performance management described previously provide a framework for building a system to assess and evaluate present performance and future potential. Proper measurement of an employee’s performance, capabilities, competencies, and skills is essential to successful career planning and succession planning. Performance ratings, key performance indicators, and conducting a timely performance evaluation are important because each gives feedback to individuals and provides documentation for the organization. The next section discusses measurement tools to facilitate proper measurement of an individual’s performance.



Measurement Tools


SMART Goals

To measure and sustain success, decision makers must focus on results and outcomes that are meaningful to the individual (for career planning) and the organization (for succession planning). Set appropriate performance goals challenging yet accomplishable. A common method for assessing employee performance potential is by using the mnemonic SMART which defines effective measures such as meeting the following criteria.


	
Specific: In specifying potential, for instance, measures must answer questions such as: “A person is capable at what?” “Under what circumstances?” “How much?”

	
Measurable: Effective assessment points reflect a combination of four areas: speed or time, cost, quality or customer expectations, and positive yield (the impact to be delivered for customers, shareholders, or the organization).

	
Assertive: Assertive potential measures reflect challenges attempted (whether overcome or not). Assertive measurement points reflect confidence and inspire workers.

	Relevant: Measurement areas must be directly related to performance challenges. They should address the needs of the user or customer.

	
Timely: Performance measures answer the question “By when?” and are free of arbitrary constraints (such as the quarter, fiscal year, or academic year).






Skills Gap Analysis

A skills gap analysis is the measurement of the individual’s career goals and organization’s performance expectations in a job role and the employee’s current performance and the job reality, or skills needed in the role for today. A good visual for the skills gap analysis is that it is similar to solving a puzzle where you need both the puzzle pieces (individual career development and succession planning components) and a picture of the desired result. Managers might conduct a qualitative gap analysis when coaching employees to better performance and to identify barriers preventing the desired performance.

A manager may ask an employee, “What percentage of your time do you feel that you are in alignment with your job description?” “What are three things that you love about your job or are most satisfied about your job?” or “How well does you workday match with your desired career path?” The purpose of this measurement tool is to identify and evaluate the skills the organization needs today and informs employees of the critical skills necessary if they want to grow. This measurement tool also aids succession planning by identifying employees who have the skills and interest for more advanced responsibilities within the organization.

SMART goals and the skills gap analysis can be utilized by managers when developing individual performance action plans which most managers use to supplement the performance appraisal process. Refer to Table 7.2.

Table 7.2 Sample Individual Development Action Plan for Human Resource Manager
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[image: ]

Evaluating Career and Succession Planning Programs

Evaluation is a process to determine how much value or impact is added; through evaluation, areas for program improvement are identified. An evaluator or team of evaluators is designated to perform the evaluation. The evaluator must remember the organization’s or individual’s desired results for the program and be assessing the need to gather quality data and information to make a sound decision on aspects of the program working well and aspects of the program requiring improvement. Evaluators also ask the fundamental questions, “Is this program and its efforts worth what it costs?”, “Is it meeting the individual’s development needs (career planning)”? and “Is it meeting the organization’s needs to build a pipeline of skilled talent (succession planning)?”

For an effective evaluation process, the organization and its evaluators may consider several key questions which form the foundation for the evaluation process:


	Who should conduct the program evaluation? This question clarifies if an organization needs a single evaluator or needs a team of evaluators formed from representatives across the company. Further, based upon the evaluator or team of evaluators chosen gives insight in the evaluation process techniques that might be used.

	Is there a best practice model that exists for career planning and succession planning programs that the organization would prefer to benchmark its programs against? This question is optional and provides a way to identify areas that an organization might want to collect data or feedback around to improve its programs.

	How will the data and feedback be collected about the programs? This question seeks to clarify what the organization is most interested in finding out about its succession planning or career planning programs.

	Who will use the results? or Who is an interested stakeholder in the results? These questions identify the desired target audience for the program evaluation.

	What do the program’s stakeholders expect from the evaluation process? This question assists the evaluators in designing a process to manage stakeholder expectations and program objectives.

	How will the results be communicated? This question addresses how evaluators focus on the methodology and process used to carry out the evaluation.

	How often should a program evaluation be conducted? This question aligns stakeholders, evaluator(s), workforce, strategy and organizational needs to take continuous action for program improvements and may identify the level of commitment for such programs depending upon the frequency or lack of a planned program evaluation.



Organizations may use a balanced scorecard approach when assessing and evaluating individual employee potential and is the key to aligning career plans and succession plans. Robert Kaplan and David Norton indicate that a successful measurement system includes measures across four areas: financial, customer, organizational processes, and learning and growth.1 Balancing areas of measurement makes for more accurate and broadly applicable results. Effective organizational leaders know that multiple measurement points are crucial to identifying strengths and weaknesses in employee skills, decision systems, work processes, and customer expectations. Such an approach involves using quantitative and qualitative variables to evaluate how well work is being performed. Quantitative measures examine factors such as time to complete, cost figures, error rates, quality rankings, net revenue, and profitability. Qualitative measures look at professional conduct, critical thinking, innovation, openness, and customer concerns. While a balanced approach to measuring performance uses multiple layers of data taken from different stages of work and an organization’s key performance indicators for individual success in a role, customer expectations are ultimately what must be met (or exceeded).

Assessing and evaluating individual and organization capability and potential is critical to career and succession planning, as well as meeting current performance goals. Pfeffer indicates:


Leaders who have successfully built high-performing workplaces make sure to measure the practices that constitute high-commitment management. The way to do this is by tracking and weighing financial measures against measures of customer satisfaction and retention, employee attitudes and retention, new product and new business development, or readiness for change [italics added]. Some of these indicators are more difficult to measure than past financial performance, but sophisticated leaders recognize that measurement systems focus organizational attention, and that the adage “what gets measured gets done” is accurate.2



Chapter 8, “The Role of Technology,” provides yet another foundational view for integrating career and succession planning.


Eight

The Role of Technology: Using Information Management to Enhance Career Planning and Succession Management


	How can information management enhance and work with the Organizational Succession Planning Model?

	What elements should organizations consider when choosing software to management career planning and succession planning?

	What technology options are available to enhance career planning and succession management?

	What are the benefits of using information management when integrating career and succession planning in an organization?




The technology and digital age has opened up an exciting world to organizations everywhere. Technology affords organizations the opportunity to gather and share information at a touch of a button. The continued information age provides a wealth of data about employees and the business of an organization Any strategic or information management objective can be met with data if it is clear how to properly collect, locate, and utilize the information.


Gathering data is not sufficient. The best use of data starts with a directed plan. Leaders need to ask: What does your organization do best? After that is clear, the executive-level leaders need a clear and easy way to communicate strategic plans that include how members of the organization will achieve the goals. Succession planning plays a large part in directing the plan. Before succession planning can happen, a competency model that describes the responsibilities within each role and the knowledge, skills, and abilities required to fulfill the role must be in place. Then, the leaders must identify if they have the right people in the right positions and where the gaps exist. If there are gaps, either individualized education plans are put in place or recruitment ensues to the get best people for the positions. Once the key elements are in place, an organization can ask:


	What do we need to know about career and succession planning in our organization?

	What information do we need?

	What information do we already have—where is it located?

	What metrics will we measure to achieve our strategic, career, and succession planning goals?

	Who will manage the information process?

	How we will evaluate the use of technology and information management?



Impactful programs begin with strong planning. The data gathered within organizations is not widely known. Often, time is not taken to comprehensively assess what information is already available and where it exists. Sometimes different departments are collecting overlapping data and storing in different areas causing duplicate work and loss of time and money. Now may be time to stop and evaluate what information is there and what is missing. Technology will yield a plethora of great data if the organization has the right skill sets on board to know how to gather, identify, store, analyze data, and communicate the results.

Information management should be viewed within the structure of the organization’s career and succession planning model. Success Factors, an SAP Company, suggests that utilizing succession planning technology can help companies reduce organizational risk, increase employee engagement, safeguard a continuous supply of talent, and allows for analysis of current talent options and looks to future needs and solutions.1 This chapter will offer suggestions for how to use data and information management to enhance career planning and in the larger context succession planning by addressing each step in the models. Here are the steps for both models.


	Organizational Succession Planning (SP) Model

	Step 1: Clarify the CEO’s expectations

	Step 2: Establish competency models

	Step 3: Conduct multirater, full-circle assessment

	Step 4: Establish (or reengineer) a performance management system

	Step 5: Establish potential assessment

	Step 6: Establish a means of ongoing individual developmental planning

	Step 7: Implement individual development plans

	Step 8: Establish a competency inventory

	Step 9: Establish individual and organizational accountability

	Step 10: Evaluate results




	Organizational Career Planning (CP) Model

	Step 1: Get commitment

	Step 2: Clarify jobs/competency models

	Step 3: Assess present performance

	Step 4: Clarify/forecast future jobs/future competencies required to realize strategic plans

	Step 5: Assess promotion potential

	Step 6: Narrow gaps in promotion potential through development

	Step 7: Evaluate program results




Sp Step 1: Clarify the CEO’s Expectations


CP Step 1: Get Commitment

When choosing a software program or selecting elements from the organization’s current talent management package, Step 1 in both the CP and SP models is the essential starting place. To make the first move it must be clear what the CEO expects from both plans. Once the objectives are clear, the information management package must address each one of the goals. Another element that should be considered during these discussions is how organizational culture will affect the achievement of goals: positive and/or negative. Finally, organizational commitment starting with the CEO will add credibility and assure resources for both plan’s goals.




SP Step 2: Establish Competency Models


CP Step 2: Clarify Jobs/Competency Models

Competency models, although complex, set the foundation for all of the subsequent steps in the SP model and set the stage for the clarification of jobs and competency models in the CP model. “A competency is a measurable pattern of knowledge, skills, abilities, behaviors, and other characteristics that an individual needs to perform work roles or occupational functions successfully.”2 Organizations that understand the characteristics of those who get the best results develop a competitive advantage.3 The specifics for each role should be clearly spelled out so that the appropriate person can be recruited, developed, engaged, and retained. This clarification is also important in career planning so the individual has clear expectations for his or her current and any future role. Assuring that the key roles are described in a competency format will delineate “how” the job should be performed and provide distinct rubric for performing the job successfully. Competencies are used for:


	Assessing and selecting candidates for a job

	Assessing and managing employee performance

	Workforce planning

	Employee training and development4







Benefits of Using Information Management to Establish and Clarify Competency Models

Managing information within a talent management software system will provide everyone involved with access to the same standards which can help avoid misinterpretation by “passing-down” job functions from one person to another and inconsistencies in competency models. When looking for a software package, identify if it will allow for the creation and maintenance of a digital competency library.

There are a few ways to create this library: a firm will sell prepackaged competencies that can be modified to meet individual needs, give access to a large library of competencies that can be used “as is,” or contract to create all new competencies specific to the organization. The competency library might be included in the software purchase or available as an “add-on” feature for a fee. A defined and updated competency library also is accessible when writing job postings and could bring in talent specifically qualified, avoiding time lost reviewing resumes and interview applicants who do not fit the position needs. Once competencies are defined, it will be easier to identify learning resources and opportunities for employee development/career planning at any stage of their career. Accessibility offers employees the opportunity to see what would be expected at a new position. They can assume responsibility to seek experiences and obtain competence as they prepare for promotion vertically or laterally. Digital access helps to communicate a common language related to core competencies. It also could improve performance review process by allowing managers to evaluate based on precise behavioral criteria.




SP Step 3: Conduct Multirater, Full-Circle Assessment

CP Step 3: Assess Present Performance

Comparing an individual’s performance to only the competency model may not be comprehensive enough and a multirater, full-circle assessment can be a supplemental assessment. Performance management is measured against one level of competency, but promotion potential is measured against a different level. Commonly a 360-degree feedback evaluation is used to accomplish this task, and many software packages include this element. This process can be time consuming but if done well can yield a great deal of information for the standard performance evaluation, for a promotion assessment, or for a “level-up” assignment used to gauge how well the employee will perform in a new role.

The method benefits individual career planning by allowing the employee to gain valuable feedback he or she can act upon to improve current performance and prepare for future roles. The information gathers benefits for succession planning and management efforts by identifying developmental gaps allowing for pre-planning and assessment prior to promoting and spotting possible fit issues with new roles.



Benefits of Using Information Management to Assess Present Performance and Conduct Multirater, Full-Circle Assessment

Using a technology platform will greatly enhance performance assessment and the 360-degree feedback program. Some of the benefits include:


	Standardized forms, but customizable often with logos and instructions, with rating scales that link to competencies.

	Easy access to competency models that will inform accurate job performance assessment.

	Allow for report generation and sharing options among managers at different levels, departments, or divisions.

	As businesses continue to expand globally many may present forms in multiple languages adding to the wealth of feedback and consistency of the process.

	Built-in development planners—that translate skill/performance gaps to individualized development plans.

	Varying question sets targeted to the rater—avoids many “non-applicable” answers.

	Customizable question sets for different groups—for example students, external customers, or a standard set for all raters besides specialized sets.

	Education for raters—digital formatting offers easy to access education for new raters or company updates for current raters.



Moving these assessments to a digital format encourages individual performance assessment including the use of 360-degree feedback by making it more streamlined and sharable increasing the situations for which it could be used. Expanding the options for pointed evaluation and feedback that tracks with the strategic goals could enhance business outcomes. According to the program Appraisal Smart additional uses include:


	Employee self-insight (for personal attitude and behavior change)

	Employee development and coaching/counseling

	Leadership development

	Learning needs analysis

	Team building and development

	Training workshop pre- and post-assessment

	Organizational change interventions

	Succession planning (identification of star performers)

	Complementing performance appraisals

	Customer feedback

	Student feedback (educational institutions)

	Assessment centers5







SP Step 4: Establish (or Reengineer) a Performance Management System (PMS)


CP Step 4: Clarify/Forecast Future Jobs/Future Competencies Required to Realize Strategic Plans

Step 4 in both models is easier when using a digital platform; however, it must be implemented and executed consistently. Purchasing a system is the first step, but as Oberoi and Rajgarhia identified how it is implemented varies and so do the results.6 The system includes people and processes. “The key component of the people element is the manager, who drives the system by setting expectations, communicating plans, encouraging development, and giving and receiving feedback.”7

Major investments of money and time are made to bring a PMS online but what is often missing is buy-in, communication, and follow-through with those who implements. It will not purchase the system and send managers for training. Leadership should solicit input about different options, share rationale, and communicate expectations and accountability requirements for each level of leadership in the structure. In a study of over 50,000 employees working in 10 major industry sectors in 22 global companies, Oberoi and Rajgarhia found that 70 percent of employees who rated their managers as “best” also reported that their PMS was “very good.” Conversely, only 2 percent who rated their managers as “below average” rated their PMS as “very good.”8

Intertwined with choosing an organization-wide performance management system is the ability to clarify/forecast future jobs and future competencies required to realize strategic plans. This is accomplished through the deliberate gathering of data that will help answer those questions. Forecasting will not only help the organization stay on target when deciding what talent will be needed but also keep employees informed about the same.



Benefits of Using Information Management to Establish (or Reengineer) a Performance Management System (PMS)

Now that almost every organization uses computers and stores information digitally, the use of a comprehensive PMS makes sense as it allows for a system-wide integration that improves business metrics at every level and, if applicable, at every location by:


	Encouraging productive manager behaviors9

	Driving increased employee engagement10

	Accepting and coordinate large amounts of data11

	Improving the safety of information compared to paper documentation

	Creating better utilization of time and effort by managers and employees12

	Producing detailed and targeted reports, and computerizing competencies in a library focusing talent efforts13

	Allowing for revisions and updates in one central location eliminating the needs to e-mail new versions and avoid missing essential contacts14

	Improved monitoring: view progress online in real time15

	Frequent and real-time performance progress updates in a centralized location visible to key personnel16



When looking for a system, consider how the software meets organizational needs in these areas:


	Will the system integrate with any current tools, programs, or processes?

	Does it allow for customization: including logos, organization instructions, or language?

	Implementation ease: How user-friendly is the system to varying levels of comfort with computers?

	Competency library: What options exist for a stock, revisable, or fully customizable competencies?

	Individual development plan tools and forms

	Multirater feedback assessment tools and reports

	Ongoing performance appraisals with employee feedback options

	Resources for career planning identified by assessment and evaluation






SP Step 5: Establish Potential Assessment


CP Step 5: Assess Promotion Potential

The next steps in the organization career planning and succession planning models are crucial as the United States continues a massive aging of its workforce with people ages 65 and older growing in numbers from 37 million in 2005 to 81 million in 2050.17 These projections point to an ever rising number of retirees in American companies and a lack of talent to fill vacancies and fill the talent pipeline for succession planning purposes. The United States is not alone in its concerns about finding and retaining the best talent; deficits are global and affect 81 percent of employers in Japan, 71 percent in Brazil, 50 percent in Australia, 49 percent in the United States, and 48 percent in India.18 As the search for talent stretches further and further, companies must assess talent potential. Previous methods typically included a single assessor and a point-in-time evaluation that made a definitive decision on future potential. This is no longer necessary or comprehensive enough.

Once the potential assessment process has been created and put in place, individuals in all levels can then be assessed. Assessments can consider lateral and vertical potential assessment. Because competency models and the competency inventory have been delineated, potential assessment can be more pointed and specific to the employee’s position and future career planning.



Benefits of Using Information Management to Establish Potential Assessments

Software programs open up an entire world of possibilities to assess and re-assess the potential of current and future employees. Programs that provide assessment tools for all levels of talent in recruitment, high potentials (HiPos), and high performers (HiPers) are available. One option is to utilize an online program which increases flexibility and allows for a variety of assessments. Assessment tools are available to identify HiPos and follow their performance and progress through a career trajectory by pulling data from projects that failed as well as succeeded, thus providing rich information accessible in the past only by word of mouth. If the right information is identified and gathered, reports can find trends within teams, projects, and challenge assignments. Options could include leadership style assessments, personality assessments, behavioral interview summaries, value inventories, 360-degreee feedback, and action plans.19 HiPos are a group often focused on for promotion potential, but others groups need not be ignored. Information management opens up possibilities to gather data on employee behaviors, interests, skills, strengths, and activities that will help identify those HiPos that might have been missed, high performers, those interested in lateral moves, and employees who could be tapped for special projects based on identified skill sets. With clear objectives and intentional gathering of data, the possibilities are endless. The ability for leaders and employees to access competency inventories and assessment templates, seek input from a variety of sources both within and outside the organization, and plan for current and future career development needs is enhanced by a software program.



Using Information Management in Working with Hipos and Hipers

Information management can help an organization identify and facilitate the career path of HiPos and HiPers. Much has been written about how to identify employees who fit into one of these categories and how information could identify those who have the right leadership, social, cognitive, drive, learning, and ethical potential. What data is available within your organization to provide insight into the possibility a new recruit or current employee fits into the high performing or potential category? A major downfall of the identification process is that sometimes people are missed and either disengage or leave the organization.

Organizations should identify ways to gather information from employees so they can track those who take on new roles, volunteer for challenging assignments, work outside their comfort zone, complete classes that could be used for level-up assignments, or obtain a new degree. Managers could input this information or employees can utilize a computerized performance management program that allows them to input each new skill, opportunity, or achievement. Those programs have reporting functions that can be customized for the information needed. Organizations should have a plan in place to identify employees with promotion potential; however, organizations may not be utilizing all the data. A thorough data analysis could help avoid missing employees who have much to offer to your organization. Accessing and utilizing actual data will help to avoid common recruiting mistakes and identify those high-potential team members. Considerations leaders should avoid:


	Halo effect: Generalizing that everything they do is wonderful, they look deeper just to be objective.

	Uniquely talented: Assuming they have “it,” leaders might make a quick judgment that is not grounded in any real data. Need for assessment.

	Pigeon holing: Making assumptions about the talent and missing the full appraisal.

	Like me bias: Assessing someone as high quality just because they seem like you. Might still be a good assessment but must step back and fully evaluate.

	Recency bias: Using one great or one bad experience to decide about potential. Need to gather a broad range of input and assessments such as a 360-degree assessment.20



Previously, these assessments were conducted by direct supervisors which could be good but could also miss potential greatness within the employee ranks. Many biases or barriers impact thorough evaluations. In this highly digitized environment, data may lie dormant and waiting to be tapped. HR offices can help decide what intelligence will assist leaders in making the most comprehensive assessment to gather all the potential to be found. The challenge is to use information to find the employees who can help your organization do what they do best even better.




SP Step 6: Establish a Means of Ongoing Individual Developmental Planning



SP Step 7: Implement Individual Development Plans


CP Step 6: Narrow Gaps in Promotion Potential Through Development

The digital platform creates a real-time accessible set of tools for the management team and the employee. Individual development plans are effective tools for career planning at any level. They can be initiated by the employee or manager to focus development efforts and improve business outcomes. The “miss” often comes when either the manager or the individual or both lack follow-through when implementing the plan. A strikingly written plan becomes useless if the individual does not accept accountability for his or her role in seeking opportunities, attending offerings, seeking mentoring or whatever objectives assisted him or her in succeeding at the current position or positioning him or her for a promotion opportunity. Although it is an “individual” plan, the manager’s role is also vital to achieving success. The manager must show he or she, too, is invested and is supportive of the employee’s endeavors. The manager should also check in regularly and hold the employee accountable for updates and attainment of goals.



Benefits of Using Information Management to Implement Individual Development Plans and Narrow Gaps in Promotion Potential Through Development

The major benefit of using software packages is to make the individual development plan more fluid and accessible. Gone should be the practice of once-a-year performance evaluations. Organizations that implement a succession planning model in a consistent and organization-wide manner will see benefits strategically and at the employee level. Individual development plans engage the employee and the manager in a relationship that becomes enhanced in an online format. Employees no longer must be present to check on progress because they have access to documents and can update personal goals, activities, or outcomes as needed. Software will provide data collection and analysis capabilities that can identify resources and provide feedback, and reports to guide the development of revision of a plan. When choosing a package, this should be an essential component.

The effective software package will provide Individual Development Plans that should help create a fluid communication between the manager and employee about current and future career needs. Digital IDP eases access and increases both parties’ ability to document goals, objectives, resources needed, progress to goals, and future planning which should make the process more interactive. It creates a living document to meet the needs of the organization as it strives to achieve strategic goals and facilitates the employee’s individual career planning.



Technology Options for Individual Career Planning

Employee development has surged to the forefront of concerns for HR departments.21 Rothwell and Sredl define employee development as “development, when sponsored by an organization for its workers … focused on identifying, assuring, and helping evoke new insights through planned learning. Employee development provides individuals with opportunities to grow; it gives organizations employees capable of working smarter rather than harder because they have a burgeoning storehouse of creativity, experience, and knowledge from which to draw as they do their work.”22 Many organizations have established career centers to enhance employees’ professional growth. Other factors such as workload responsibilities, family issues, financial concerns, or health issues may inhibit a worker from initiating or completing developmental activities outside of the workplace. Hall and Associates claim that maximizing employees’ opportunities to learn and increase professional experiences on the job leads to the most effective development.23 Further, several career planning centers have calculated that economic reality necessitates that organizations and employees change according to corporate strategic objectives.

Computer-based career planning (CBCP) systems began in 1966 when International Business Machines (IBM) produced an initial cathode ray tube.24 The use of a telephone or cable line terminal directly linked to a mainframe system allowed individuals to use a multiple-choice career assessment system and writing process to evaluate career interests. Over 12 CBCP systems were created during the following five years.25

The next step in CBCP was the Computerized Vocational Information System (CVIS) by JoAnn Harris-Bowlsbey and co-leader Jack Rayman. CVIS led to the eventual creation of DISCOVER, which focused primarily on providing individuals completing their formal education with tools to make informed career decisions. Many career development planning software products have been created throughout the 1990s to the present. The evolution of CBCP systems added flexible career assessment components to address specific individual needs.26 To maintain high-quality employee development activities, organizational leaders must ensure that the content is kept accurate and current. In addition to formal commercial products, many organizations have developed customized career development products.

Many organizational leaders maintain the position that, while they supply technology and resources to assist employees in developing career plans, individual workers bear responsibility for the process. Proactive career planning efforts have several benefits such as matching competencies to job functions, creating resources (a talent pool) for effective succession planning efforts, and maintaining employee satisfaction levels by providing employee learning and development opportunities.




The Impact of the Internet

Technology—especially the Internet—has completely redefined approaches to career development delivery by reducing costs, increasing availability, and leveraging on-site solutions.27 The Internet has dramatically changed how education is delivered by providing learning experiences and location to anyone with a computer. Traditional educational institutions continue to morph into off-site “virtual” institutions and make more blended (classroom and online) career development tools available. These tools address individual development needs through learning technologies such as video tutorials, interactive training seminars, and Inter- and intranet learning environments supplemented by online chat environments.28 The conversion of traditional learning models to technology-based approaches grew at about 30 percent annually in 2000, combining technical and softer skills development to create well-rounded employees.29



E-Learning

Online employee training—web-based or computer-based learning and information sharing—is common in organizations across the United States and abroad. This technology can bring an organization with offices in different states or different parts of the world onto one platform to provide or receive training and information and/or consultation. The benefit of e-learning is that it brings career development directly to the employee and/or business. This benefits the succession plan by allowing employees to gain additional education and/or training to fill gaps in skills sets and ready them for the next role within the organization. Training, although often critical, is just one way to narrow the gap between current competencies and future competency needs. A wide range of options will be discussed later in this chapter.

Worldwide e-learning revenues reached $35.6 billion in 2011 and, with a projected five-year compound annual growth rate of 7.6 percent, the investment is expected to grow to $51.5 billion by 2016.30 Employee training primarily focuses on completing specific learning/development objectives. It may be presented in a self-study format or nonsubjective learning initiatives designed to transfer knowledge on formalized work processes and procedures.31 The Association for Talent Development (ATD), formerly known as ASTD, estimates that nearly one-third of learning content is available as e-learning.32 This massive increase in options decreases costs when delivering content to employees to complete tasks on individual development plans or to teams to enhance capabilities for the organization.



Utilization in Organizations

As intranet technologies become more easily configurable and manageable, organizations of any size can leverage technology to train, develop, and prepare for internal succession efforts and career goal achievement. While e-learning allows individuals to complete training at their own pace, success in these programs hinges on participants’ abilities to engage in self-directed learning (see Chapter 10) and develop metacognitive skills for the web. A communicative relationship and engagement in the organization will help to increase the effectiveness of any development opportunity. Some experts assert that web-based training should be one method of competency development that compliments other required training methodologies. Multiple approaches and learning styles must be considered when developing employees through computer-based tools.



Technology-Based E-Learning Options

The U.S. Office of Personnel Management established a list of technology-based e-learning options that could be used in any organization. Some options may require additional expertise in the training and development or technology divisions.


	Web-conferencing: A method to allow instructors to conduct live meetings, trainings, and presentations via the Internet. Web-conferences allow participants opportunities to ask questions and participate in polls. Common examples of web-conferencing tools are WebEx, Adobe Connect, GoTo Meeting, and Live Meeting.

	Social network/community of practice: An online group of people who develop friendships, find professional connections, share interests, and gather knowledge and information. These communities are formed online through social sites. Learning and development programs can utilize these networks to link course participants before and after a training event to share knowledge and ideas regarding the course. Instructors and participants provide links to articles, webinars, and on-the-job examples before, during, and after a training event.

	Podcasts: An online media delivery allowing users to download files via a feed onto a computer and MP3 player. Podcasts allow learners to access trainings at different times depending on workload and availability. Instructors create course podcasts for learners to download and listen on their MP3 player, mobile phone, and laptop.

	Blogs: Website which allows an author to share opinions and reflections, and discuss topics in online journals. Learning and development programs can incorporate blogs to provide supplemental course information and updates on course materials. Participants can discuss the course in this space.

	Microblogs: A popular tool to share knowledge and resources with one another. Instructors can incorporate microblogs to create a community around a course or an activity. Instructors also can post tips, assignments, and other information pertaining to the course. Course participants can summarize information learned during and after courses. Participants at conferences are using microblogs to informally exchange information learned from conference sessions. Common microblogs are Twitter and Yammer.

	Integrated collaboration environment or collaborative workspace: A virtual environment where teams may work on projects and share information. Project teams can access a shared workspace where they upload files and share them with one another. Common examples are Sharepoint, Google Apps, Google Docs, Zoho, and Moodle.
People may also establish shared spaces to learn from one another either formally or informally. Individuals from different agencies involved in training and development may create a workspace to share ideas, experiences, and resources to develop a supervisory training program.

	Wikis: A website allowing users to create and edit content on many interlinked web pages via a web browser. This method is used in learning and development programs to promote collaborative learning and information sharing. Instructors and participants use wikis to create reading lists. Course participants use wikis for team projects. Organizations use wikis to post internal processes, publish reference guides, and capture best practices.

	Social bookmarks: A system allowing users to collect and store bookmarks online, tag with key words, and share those bookmarks and tags with others. This tool allows course instructors to develop course reading lists. Course participants supplement course material by subscribing to a particular tag or keyword that relates to the course.

	Media sharing: An online environment which allows users to search for photos, videos and/or other media for uses in (among others) presentations, learning materials, and coursework. Users publish content to a larger audience. Instructors can record workshops and upload them to an online social network. Common media sharing tools are Flickr, Google+, and YouTube.

	Virtual world: A simulated environment where users can interact with one another and create objects through an onscreen avatar. This environment allows course participants to attend live workshops and conferences in a virtual classroom or conference space. Participants can interact with each other in much the same way as attending a real workshop or conference. Course project teams can meet and collaborate in a virtual space. Organizations have developed courses using a virtual environment to conduct simulations of various situations including disaster preparedness or medical emergencies. Common virtual worlds include Second Life, Protosphere, and Forterra.

	Authoring tools or instructional tools: Software packages instructional designers use to create and package content to end users. Authoring tools are commonly used to create e-learning modules. They are written to conform to international standards such as Shareable Content Object Reference Model (SCORM). These tools allow for common authoring: Adobe Captivate, Adobe Flash, and Articulate.

	
Mobile learning (m-learning): Mobile learning focuses on learning across contexts and locations by the means of mobile devices (e.g., laptops, cell phones, personal digital assistants, MP3 players, smartphones, game devices, tablet PCs, and e-books). M-learning devices are used to access online courses and resources and can also foster collaboration among individuals, conduct assessments and evaluations, provide access to performance support, and capture evidence of a learning activity.33




Guidelines for Best Fit E-learning Options


	Preparation: Will your employees be trained to use the system/software/program? What are the time commitments, impact of business functioning? Will you need “super- or power-users” (employees who serve as a resource for training)? What infrastructure adjustments might be necessary?

	Ease of use: Consider the variety of computer skills and education levels that will access the system: Will it work with the range of skill levels or is the learning curve acceptable?

	The program should match strategic goals: Does it meet objectives for succession management and career development?

	The delivery of the content should be engaging: Will it keep the attention of the learner while meeting objectives, and increase compliance and completion rates?

	Coordination of efforts: Who is accountable for every stage of implementation: choosing the best service, training, tracking, data analysis and reporting, evaluation and revision?

	Data provision: Does the program have a tracking mechanism with reports that can be merged into the performance management software? What types of reports can it provide to realize a cost benefit?

	Resources: What technology resources will you need? Are the current computer systems capable of running the programs? Do you have enough network bandwidth? Do you need headphones, printers, and access to internal software?

	Customizable: Many will work as provided but if there is a need to add organization or industry information (regulations, new technology, etc.), does it have the capability if you need it?

	Updates: How often is the program/software updated? Will this interrupt?

	Evaluation methods are appropriate for the objectives and will gain your organization better outcomes (e.g., increase knowledge, productivity, enhanced skills, fill a gap in skills)

	Return on investment: What metric will be used to evaluate the effectiveness of the program(s) or software?



An important benefit of online education is the reduction in training costs. Web-based training (WBT) has been shown to cost half as much as traditional classroom training, as fewer limitations are on space, time, and travel expenses.34 The digital data tracking also assists employers in maintaining records of training progress. Technologically advanced software programs that track annual education requirements, compliances, competencies, and other development activities provide additional help to streamline human resource functions.

Prior to computer technology, organizations would devote vast amounts of staff time to aid in accumulating, data processing, and planning of employee development progression. Organizations that have embraced what technology offers have minimized employee hours spent in planning, compiling, and analyzing data. These benefits serve as a financial incentive for organizations to implement technology-assisted career planning approaches that use training to build individual competencies.




Distance Learning


Distance learning (DL) is an interactive delivery platform that relies heavily on technology and can be valuable for providing development opportunities. DL takes many forms, including videoconferencing, Internet chat rooms, virtual universities, and teleconferencing. These delivery methods may be combined with traditional print workbooks, educational videos, and assorted printed training documents.

DL is an instructional methodology that focuses on building job-specific competencies required to achieve organizational goals for all levels of employees. Personalized DL reduces the time needed by learners to acquire skills and progress to competence; it also provides efficient methods for reviewing material to maximize on-the-job training.35 It also provides an efficient avenue for sharing best practice solutions to challenge surrounding succession management and career development. Organizations may receive instruction on a new technique to analyze data, read the case study, and then participate in a small group discussion live from across the country.


The Application of Distance Learning

DL facilitates consistent training for employees working in domestic or multinational organizations. Many organizations are seizing competitive advantage by pursuing business opportunities around the globe. DL provides the training needed for a decentralized workforce that engages in work 24/7. This method of providing employee development allows participants to engage in personal interaction and can encourage problem-solving discussions.



Online Degree Programs/Virtual Universities

DL allows individuals to study many areas to increase their marketability to prepare for future employment opportunities. This approach is growing in popularity at large universities and is an alternative to on-site education for workers. Virtual universities offer individuals the flexibility of completing their coursework when convenient for them and their employers. Many online certificate and degree programs are available to individuals wanting to take advantage of formally accredited programs to enhance their skills. That is appealing to individuals constrained by time and geography as many adult learners are.




Application to Career Planning and Succession Management

Regardless of how a skill gap is identified, employees must decide if they seek to add that skill or move in a different direction. Career planning success requires deciding on a path, setting goals, and then realizing those goals. Often the employee must seek development and learning opportunities outside the organization, and technical advances of the past 15 years now bring many directly to their computer or portable device. They do not have to wait to attend a conference next year or wait for a training session to be offered locally. They may obtain online an array of solutions that will help fulfill their individual development plan.

Succession planning and management is only as good as the attention given to evaluating and planning workforce needs. Working with individuals to assess their potential, identify needs, and then create an individualized plan is the core of any solid program. Succession management is a smoother process if this attention to individuals has been carefully addressed at each level—especially in key roles—of the organization. Conversation is necessary as it is difficult to know who is leaving, when the vacancy will occur, and if the separation can be avoided. Leadership support of Internet-based learning and advancement supports the individual and the organization’s overarching strategic goals.



SP Step 8: Benefits of Using Information Management to Establish a Competency Inventory

Establishing a competency inventory is a foundational element in the Organization Succession Planning Model and is easily accomplished using a software package. Once the competencies are identified, an inventory is created and in a digital platform is simple to manage. The benefits are seen when it is time to revise or update and makes it easy to share with a team to gather input and seek approval. It is also easier to search in this format. New employees can gain access and view any competency in the organization making it easier to understand expectation and manage performance goals.



SP Step 9: Establish Individual and Organizational Accountability



SP Step 10: Evaluate Results


CP Step 7: Evaluate Results

The final steps in both models greatly benefit from technology. The benefits cannot easily be achieved without a clear set of expectations and objectives in Step 1. In order for each step to be most effective Step One but be solidly in place so that it clearly defines the direction, resources, and guidelines for how the organization wants to achieve success allowing a smoother progression to this step. Knowing that all data is not good data, the right types of data must be collected and then inventoried so that it will be easily retrievable when reports are needed. This is an extensive process; to be sure all departments and individuals are consulted to identify what data is necessary and how it will meet the strategic objectives of the organization. Along the way it will be important to tag the data for where it will be housed and how it is used to evaluate.

Often organizations purchase intricate software packages that provide a myriad of options but forget one essential element in the successful implementation of an enterprise-wide program: evaluation. This step should confirm that the investments in time, effort, and money were worthwhile. It can provide such support only if the “people” portion of the process follow through in each step ending with a full-circle evaluation of every element. The leadership team should not look at this as a “project” but a normal part of doing business, revising and updating the plan with changes in strategic direction, economy, or industry elements. When choosing a system, the team should see sample reports and mock data entry to evaluate the ease of the system and match needs with options. Technical and programmatic support also should be considered and resources needed and how customization can be achieved. The following checklist might be helpful when selecting a system. Like with each step in the models, consider the checklist, Table 8.1, a guide and add checklist items as needed to suit your organization’s specific needs.

Table 8.1 Organizational Career Planning and Succession Planning Model Software Checklist

Directions: Use the checklist below to identify the important elements in a software program for your organization. Remove or add elements as necessary. Each time a program has the desired element check that box—then compare options choosing the best one for your organization. *Consider sharing this tool with key stakeholders at different levels and departments as well as employees to assure you are assessing all of the essential elements.
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Technology Uses in Career Planning and Succession Management

Embracing technology and information management is more than increasing the number of big-screen televisions in the lobby or starting a Twitter account. Organizational innovation is maintaining a vision and a progressive mind-set. In a global business world, gathering data and enhancing an organization’s digital footprint is exceedingly necessary when recruiting and hiring talent that can step right in without having to be brought up to speed.

Carol Dweck researched “mind-set” and has discovered that two types exist: “fixed” and “growth.” The impact of her research for businesses is those who display a “fixed mind-set” value: a small group of “star” employees. This heightened attention to a single group leaves other employees feeling less committed, which can lead to inadequate engagement and less than stellar performance.36 Conversely, employees who work in organizations that espouse a “growth mind-set” were 49 percent more likely to say that their organization fosters innovation and supports risk taking. It also seems to speak to engagement activities as employees were 34 percent more likely to have a sense of ownership and commitment when working within a “growth mind-set.”37 The findings support a rising need for organizations to share their direction and pay attention to how they communicate that direction and in this chapter specifically gathering and utilizing information. Leaders with a growth mind-set can seek data to inform career planning conversations, target development opportunities to employees with interests in those areas, and focus on employees who might self-identify as interested in promotions or expanded responsibilities. All could benefit the succession planning and management process by identifying employees who have interests in promotions or new positions, document new skills that could fill talent gaps, and improve retention throughout the ranks.



Data: Big or Small, a Necessary Part of Doing Business

With an overabundance of data, many organizations either ignore it or use only what is easily accessible on the surface and underutilize the rest. Data may be used in every sector of an organization from the information gathered when reviewing potential talent to utilization data, customer service feedback, 360-degree responses, internal and external social relationship building, marketing, and in developing and enacting career planning and succession management. This growing resource is being tapped by consultants, software engineers, information technology departments, data warehousing organizations, and academics researching the impact of the untold number of data points available to organizations.



Concerns When Using Data

Because data exists does not mean it is ethical or prudent to collect and use it. Some information is regulated by federal and state laws requiring all organizations to consult with experts to understand what can and cannot be used.

Consider the following when using data judiciously:


	Know all laws and regulations.

	Communicate to employees what data you are collecting and how you will use it.

	Delineate what roles will be involved in collection, analysis, distribution, and reporting and what their responsibilities will be for applicable areas.

	Identify internal talent pools in data collection, analysis, and distribution before looking externally. Within this talent pool identify networking (social) relationships that may benefit the process.



Using Data Wisely


	Communicate the objectives, benefits, and results in a clear and precise manner.

	Communication too technical or un-relatable will likely be misunderstood or possibly ignored decreasing the overall value of the efforts.





Succession Management and Technology: Recruitment through Technology

Recruitment occurs via LinkedIn and other social media ports. The barrage of new technology options is happening faster than most organizations can create applications to reap the recruiting benefits. Information technology departments have expanded their skill sets to include software and application development specialists to address mobile technology.

Potential talent is accessing new positions, reviewing organizations’ dossiers, and checking out organization profiles from their smartphones and handheld tablets. New recruits also can get feedback from an entire community of peers by asking a single question on Facebook or other sites. Not only do recruits must manage their Facebook content, but also organizations must maintain a presence that will attract the talent they seek to hire. As technology advances the methods organizations use to recruit a younger generation, organizations must also consider bringing an older generation to a comfort level with the advances of technology.



The Cloud

The National Institute of Standards and Technology (NIST) defines cloud computing as a model for enabling ubiquitous, convenient, on-demand network access to a shared pool of configurable computing resources (e.g., networks, servers, storage, applications, and services) that can be rapidly provisioned and released with minimal management effort or service provider interaction. This cloud model is composed of five essential characteristics, three service models, and four deployment models.38 The following are five essential characteristics:


	On-demand self-service: A consumer can unilaterally provision computing capabilities, such as server time and network storage, as needed automatically without requiring human interaction with each service provider.

	Broad network access: Capabilities are available over the network and accessed through standard mechanisms that promote use by heterogeneous thin or thick client platforms (e.g., mobile phones, tablets, laptops, and workstations).

	Resource pooling: The provider’s computing resources are pooled to serve multiple consumers using a multitenant model, with different physical and virtual resources dynamically assigned and reassigned according to consumer demand. There is a sense of location independence in that the customer has no control or knowledge over the exact location of the provided resources but may specify location at a higher level of abstraction (e.g., country, state, or datacenter). Examples of resources include storage, processing, memory, and network bandwidth.

	Rapid elasticity: Capabilities can be elastically provisioned and released, in some cases automatically, to scale rapidly outward and inwardly commensurate with demand. To the consumer, the capabilities available for provisioning often appear to be unlimited and can be appropriated in any quantity.

	Measured service: Cloud systems automatically control and optimize resource use by leveraging a metering capability at some level of abstraction appropriate to the type of service (e.g., storage, processing, bandwidth, and active user accounts). Resource usage can be monitored, controlled, and reported, providing transparency for both the provider and consumer of the utilized service.39



The cloud may be deployed as private, community, public, or a hybrid of the three.40 Consumer cloud services such as iCloud, Google Drive, and Dropbox have changed the way people consider digital content and use it.41 Moving human resource information to the cloud can provide two important advantages for any organization. The first wide ranging benefit is that information access for employees becomes simplified. Employees can access personal data, performance summaries, career options, goal setting and progress evaluations, and real-time interactive performance feedback. If communicated and supported for all IT skill levels the immediate access could increase engagement and accountability.

Second, leadership has additional tools to motivate team members and has quicker access to information to decide. There are security cautions with putting information in a cloud format. Each organization must maintain security to keep data in this evolving format. Security is an issue with each form of data collection; however, the cloud’s challenges are still evolving and could require a higher level of security knowledge in-house to secure information.



Application to Career Development and Succession Management

Mark Ridley, technology director at reed.co.uk, predicts that “the ready availability of technology services that the cloud enables will reshape the way businesses are [organized]”.42 He believes that the notion of an “information technology department” “distinct from the remainder of the business will eventually give way to a network [organization] of small teams with a mix of technical and non-technical skills”.43

The implications for what the cloud can offer are still unfolding. It has already made an impact in the business and academic sectors by allowing employees to store personal data on a cloud format that employers cannot see. Box.com has offered to encrypt information flowing through an organization so they cannot view documents in a system they rent. The willingness of organizations to allow this access is another sign that employees want access to information but also desire privacy. The data sharing inherent in the cloud will expand how and when recruiting information and succession plans can be shared, merged, and revised. It is easier to access data and actively work inside documents such as talent pool assessments and organization succession charts so participants may move elements in real time. There is much more to come on this topic, including potential negative impacts of this developing technology.



Alumni Relationships

Most people are associated with an alumni relationship from school, social organizations, or professional groups. An emerging idea in the concept of alumni relationship fosters a corporate alumni relationship long after an employee leaves an organization. After employees separate from an organization, their absence may leave a talent gap that—with technology today—is now unnecessary. With technology, retirees and separated employees may remain connected to share development opportunities or experience.44

It is best to begin, while they are still employed, communicating a sense of belonging and that leaving does not have to be final. It is hoped that feelings of loyalty and business connection could translate into organizational return on investment by a strengthened brand, reduced costs for recruitment and onboarding, boomerang hires (former employees returning), and expanded business development opportunities.45

This alumni program may be handled in-house or by an outside firm that will manage and share contacts and data gathering. Growth in any industry must include the use of technology in new ways. Fully utilizing the massive amounts of data could provide marketing benefits, improved branding, increased employee satisfaction, and bolstered financial metrics if an organization will consider the possibilities of technology.



Social Relationships

It is impractical to discuss using technology in business without first evaluating the positive and negative impact and the potential of social networking websites for employees and organizations. Social networks are important for several reasons, including employee behaviors outside of work and even prior to being hired. It’s estimated that between 5646 and 92 percent47 of employers check social networking sites of potential employees. In a 2012 CareerBuilder survey of 2,303 hiring managers, employers were asked what they focused on when viewing social media sites of potential employees:


	To see if the candidate presents himself/herself professionally—65 percent

	To see if the candidate is a good fit for the organization culture—51 percent

	To learn more about the candidate’s qualifications—45 percent

	To see if the candidate is well rounded—35 percent

	To look for reasons not to hire the candidate—12 percent48




Employers also scanned the sites for a more global view of how the potential employee would fit in an organization. Employers considered personality (58%), professional image (55%), communication skills (49%), range of interests (51%), creativity (44%), and what others said about them (34%).49


Besides viewing social media, many cutting-edge organizations use it to recruit new talent. Ninety-three percent of recruiters also have used a LinkedIn account, while 54 percent use Twitter.50 Talent management needs are continually adjusting to the market. Questions remain whether organizations are ready to use the massive data they view and gather to meet those needs.



Social Contacts: Part of Succession Management

Succession planning and management should be top-of-mind for executive as they attempt to project retirements or voluntary separations. Executives and key stakeholders who succeed do more than what is listed in their job description: they connect with other members of the staff and those external to the organization to gain needed information and achieve their goals; these connections make them even more valuable than just what their resume reports.

As competition for talent amplifies, human resources professionals must consider all the possibilities when keeping and attracting employees. Specifically, they need to consider what networking opportunities they might have at a conference or connecting with an author of a new method for attracting new talent. Another concern for talent management is when talent leaves or retires, their knowledge base might also leave with them. It is crucial for a smooth transition that the knowledge stays in-house to meet the needs of the organization.

One possible approach to address this concern is to create a formal process for cultivating social relationships. William Rothwell presented a model, Figure 8.1, to guide organizations in initiating a social relationship succession planning program.51



Step 1: Establish direction: Gain organizational commitment from the top. Get the commitment—executive level leadership support of the concept and see the business benefits of gathering data. Communication of this support is key to the overall success of the program

Step 2: Identify: What social relationships are crucial and who is connected to those relationships? This step will take time as stakeholders identify which relationships will benefit the organization’s strategic plan, financial metrics, recruitment and retention, marketing, or business development activities.

Step 3: Clarify: Who is at risk leaving? This stage looks at the impact of losing current social relationships held by current employees. An employee who leaves might take their client list, current contracts, business developments in progress, or individual social contacts.

Figure 8.1 Social Relationship Succession Planning
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Step 4: Manage. Establish mentoring relationship between existing social relationship and new connections. Set up mentoring, or informal teaching, relationships to foster the linkages between social contacts so they lie on beyond the original employee. This process should yield business benefits. An organizational representative should hold the responsibility to oversee the program.

Step 5: Evaluate. Create a process for regular evaluation and necessary revisions: What will be the methods for gathering information regarding the current or new social relationships, mentoring experiences, and how it is benefiting the organization? Evaluation is the step most often forgotten in any model and the one that has the potential to create a long-lasting program. Without evaluation, follow-through, and revision, few programs last beyond a “honeymoon stage.”52






Stay Interviews


Discovering how employees feel about work, their career path, organization vision, or communication often comes through surveys. Employee engagement surveys are common, but their usefulness is sometimes called into question. Understanding that survey responses may not be accurate, using engagement surveys may not be the best survey tool.

Another common survey is the exit surveys, which are often available online now. Although not highly technical initially, an alternate to general mass surveys is stay interviews.53 This interview flips the traditional survey and puts the manager and employee face to face to gather information on engagement and/or talent-related issues. This type of interaction allows the employer and employee to engage in a more relevant and connected experience for both parties. The manager can gather information on employees’ career needs, opinions on their engagement, and gauging how they feel about their position and future plans. Exit surveys do not afford the organization the opportunity to change anything for an employee and often the information provided is not used to make changes for current employees.

The technology contribution is that each interview can provide significant data when aggregated and, with software, may provide trends. Those trends could substantiate changes in career planning and succession management. Managers who hear concerns about lack of development opportunities or promotion prospects can enact immediate changes to possibly avoid disengagement or a resignation. The relationship building that occurs between staff and manager is valuable time spent. Individual development plans and promotion potential assessments and skill gap analysis may be created from these interviews.




Cultural Considerations


Technology allows for a no-boundaries form of information sharing and education. This ever-growing learning world is wonderful but experienced differently depending on where you live or went to school. When choosing a technology option, each organization should consider how it will be received and who will utilize the offerings. There may need to be an educational component with how to use the technology for career development as some cultures/countries may not be familiar or comfortable with the learning techniques and evaluation methods. For instance, some cultures may not feel comfortable with or have experience in debate or presentations. An assessment of any group could look at any barriers to the use of technology for development, learning, data gathering, and sharing.

All around the world, learners are taking hold of this technology. Government agencies, organizations, and educational institutions are getting on board and tailoring technology to meet their strategic objectives. The Docebo report suggests that while the projected aggregate growth rate for worldwide e-learning market is 7.6 percent, the highest growth rate is in Asia at 17.3 percent, followed by Eastern Europe, Africa, and Latin America at 16.9, 15.2, and 14. 6 percent, respectively.54


Future Trends in the Best Use of Technology


	Look for more flexible and informal ways to deliver content on demand. Utilize social media to distribute and share knowledge internally.

	Recruit subject experts to keep you in line with current trends as they will move and shift quickly.

	Get ahead of competitors by knowing what information you have and how to use it to tap employee skill sets in new and different ways outpacing your competition.

	Encourage employees to use technology to propose new ideas and new relationships and make it OK to fail knowing there will be successes in the failures.

	Partner with institutions and use subscription services to address specific requirements.

	Provide incentives and time for people to learn.

	Use technology, including mobile, to complement traditional learning and connect your employees to other groups, think tanks—get creative and keep your teams excited about what they do and how they can contribute.

	Connect with employees and find out how they use technology—create that technology for potential recruits, for employees with promotion potential, for already identified high performers, and HiPos.





Unique Tech Trends and Talent Pools

Organizations willing to consider some unique options could reap huge rewards. The SAP Company created a program in India that provided access to technology for person with autism.55 Autism is a complex neurobehavioral disorder that includes impairments in social interaction and developmental language and communication skills and covers a large spectrum of symptoms, skills, and levels of impairment.56

While using the system, SAP realized this population was adept at identifying issues with the system. This led to an idea to employ this special population with some good results. This attention to a group of potential employees that fill certain skill sets requires an open-minded talent management philosophy. This decision requires special attention to the needs of the group of new employees.

A variety to talent groups could be considered and the onboarding and support process should be carefully planned and evaluated. All employees would benefit from a readiness assessment and evaluation tool. Targeted attention should be provided to employees who might struggle with the standard process increase likeliness of success long term. What groups can your organization contemplate engaging with to fill talent pool needs? What outside organizations could you partner with to identify potential applicants? Consider the following tool for an evaluation of your program and potential needed changes.



The Use of Technology for Employee Onboarding

Onboarding describes the process by which an organization introduces new employees, educates them regarding their new environment, and ensures they become effective and settled members of staff. This essential process of sharing the values, mission, cultural expectations, and policies can be accomplished in person, through technology, or a blend of both. Likely every person with a job has had an onboarding experience not all that exciting and may not have really assimilated the concepts they were hoping you would by the end. Could technology improve the organization and delivery of these programs? See an Employee Onboarding Readiness and Evaluation Tool in Table 8.2.

In a survey conducted by Impact Instruction Group it was found that 55 percent engaged in e-learning for onboarding and 40 percent of those surveyed used a dedicated onboarding portal. Only a few (13%) utilized mobile technology, social networks, or video conferencing.57

How technology will enhance the onboarding process is still to be determined. Some suggest that for remote workers, a drone might arrive and drop off all the required materials on their front door or they will be issued a set of glasses that will orient them to their equipment and environment. Companies could soon ask employees to bring their own technology and create apps and software bridges to connect them into the organization’s system.58 It would cut down on technology costs and decrease the learning curve as they already know their own equipment. However, it could keep a sector of employees who cannot afford or who do not own the needed technology out of the talent pool. Big data can play a role in employee “pre-onboarding” too. Gathering employee information at hire will allow businesses to tailor programs and onboarding information before they even set foot within the building for orientation.

Table 8.2 Employee Onboarding Readiness and Evaluation Tool




	At Onboarding



	Define specific role functions
	Specify any functional challenges the employee might have being successful based on role functions
	What actions should be taken (Identify person responsible for follow through)?
	What resources are needed (Identify individual or department responsible for follow through)?



	Evaluation at consistent intervals (Define and communicate and repeat as needed)



	How is employee performing role function?
	Are there any additional challenges noted?
	How are the prescribed actions affecting outcomes?
	What resources are needed (Identify individual or department responsible for follow through)?





Source: Maureen C. Jones, 2015.

Onboarding should be a time to jump-start the employee-employer relationship, and is an opportunity to gather significant amounts of data that tell a deeper story about the employees. What could happen during onboarding? Information management could start right away with career planning and succession management in mind, learning about:


	Personal and career goals

	Career path ideas

	Learning process—how do they learn best and what resources or mentors can be connected with them for the best chance at success

	Individual development needs for the current position or future

	Unique skills that benefit the organizations mission

	What motivates them or what discourages them59




Human resources and learning and development departments could take advantage of the onboarding process and add the newest employees to the succession management plan right away. Employees who receive individualized attention that relates to the business and their personal career might change the tide for the one-third of current employees who search for a new position within six months of starting their job.60 Engagement is all about making a connection and savvy companies are finding ways to use technology but not forgetting the need for the human connection.

The organizational process of deciding how to use technology and then how to manage the information that is populated in any number of methods needs to be done with careful consideration of how the software or technology will help the organization meet its succession planning needs. Additionally, the programs and technology chosen should help employees to plan career decisions in an interactive and engaging manner. Searches on the Internet can provide reviews for dozens of software programs and technology solutions.

Chapter 9, “Coaching and Mentoring,” introduces the book’s third section which provides numerous strategies for integrating career and succession planning.


Part III

Strategies for Integrating Career and Succession Planning


Nine

Coaching and Mentoring


Do you realize that there are hundreds of different types of life-oriented coaches plus scores more of skill coaches? You can easily understand, then, why there is no specific agreed-upon definition of a coach. The best universally accepted definition of the concept comes from the word coach, a vehicle to move people from one place to another. Simply put, the coaching function helps employees improve their performance and move from one level to a higher level which is accomplished through:



	Building trust between the coach and the employee

	Sharing information and knowledge

	Discussing options

	Planning actions

	Reviewing results




Now, have you ever wondered:



	What is mentoring, really?

	How does a mentor function, really?

	Could I be a mentor, really?




Executives of any size and type of organization must seriously consider installing a mentoring process so that soon-to-be retirees can mentor younger mentees in developing interpersonal relationships, enhancing career advancement opportunities, and assuming organizational roles.

The term mentoring is said to have come from Homer’s Odyssey when King Odysseus left his son, Telemachus, in the care of an older friend named Mentor while the king fought in the Trojan Wars.1 Mentoring is a frequently misunderstood concept that is often confused with coaching but provides many benefits for mentors, mentees, and the organization. This chapter details one of the most efficient, proactive, and cost-efficient armaments in your arsenal to fight the talent war—the mentoring process. In this chapter, we sort out coaching and mentoring misconceptions and speed you on your way to enhance professional leadership skills within your organization, increase employee job satisfaction, and transfer institutional knowledge or organizational expertise.

These are just a few of the items in this chapter’s tool kit which is crammed with ideas, methods, and resources to establish and operate an effective coaching and mentoring programs within your organization.



Trust

In order for a coaching—or mentoring—relationship to be successful, a trusting relationship is key. Table 9.1 illustrates the coaching behaviors exhibited with and without employee trust.

Table 9.1 Coaching Behaviors Exhibited with and without Employee Trust
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Differentiating Between Mentoring and Coaching

Workforce and career developers should understand the difference between mentoring and coaching. Some maintain that there is a fine line between the two, while others claim that there is a world of difference between mentoring and coaching. Literature supports the view that there is a difference between mentoring and coaching. A coach focuses on performance on the job, while a mentor focuses on the growth of the individual.2 “Coaching is also more closely aligned with on-the-job training (OJT) than mentoring. A coach will often assist employees with the transfer of training and coaching into practice. A mentor is unlikely to get involved in OJT or skills-related training.”3



Which Coach is Which?

Executive coaches and personal or lifestyle coaches are fairly familiar, but there are many other coaching niches: from A (abundance [of money] coaches) to W (weight loss coaches). You’ll find coaches for business, health and wellness, relationships, and wealth issues; there are coaches who coach other coaches on their coaching skills.

As a profession, coaching continues to increase in popularity because “it is one of the most cost effective ways of making people and organizations more effective. It demonstrates the commitment of the business to their people and avoids costly recruitment and retraining.”4 This chapter examines one specific coaching style: career coaching.



What’s in a Name?

Coaches help people grow by assisting them in seeing beyond what and where they are today to what they can become tomorrow. A great coach helps ordinary people do extraordinary things.5 Career coaching helps workers achieve specific goals to improve their careers.6

Popularized in the late 1980s and early 1990s, career coaching evolved as a practice to help midcareer employees plan for the future.7 In turbulent corporate environments, midcareer employees turned to their supervisors or managers for help.8 As subordinates’ outputs, attitudes, and professional development were ultimately the responsibility of the supervisor, many supervisors became effective coaches.9 The “teamwork” approach with a supervisor/manager and an employee was considered the best means to create motivated and productive employees.10

BlessingWhite, a global leadership development and employee engagement consulting firm, published The Coaching Conundrum 2009, an analysis of the opportunities and challenges of building a coaching culture. This research provides best practices and practical guidelines to help organizations craft an effective coaching strategy. Initially, the report provided three key findings regarding the building of a coaching culture within organizations:


	Organizations and leaders worldwide are struggling to reap the rewards that coaching promises. [The BlessingWhite] findings paint a puzzling picture of good intentions, missed opportunities, and conflicting messages about the importance of coaching of employees by managers.

	Many organizations provide lip-service to the value that managers’ coaching activities [place] on the business, workforce engagement, and strategic talent management. Few [organizations] have succeeded in creating cultures where coaching of employees is a regular, fully supported, and rewarded managerial practice.

	Individual leaders appear to experience a similar disconnect between words and daily behaviors. Some are true believers in the power of coaching to drive team productivity, effectiveness, and engagement. They coach employees regardless of organizational mandates because it is simply their style of leadership. The majority of leaders appear to be caught up in the tug-of-war of competing priorities, well-meaning goals around coaching, and an ambivalent organizational culture. They like to coach, know they should, but don’t get around to doing it with any regularity.11






What is a Coaching Culture?

For coaching to deliver on its business promise, organizations cannot rely alone on managers with a passion and an intuitive knack for coaching their teams to greater achievement and engagement. These managers will coach no matter what the circumstance because they have learned firsthand that it helps them personally succeed. Many organizations provide skills training as a standalone offering or as a part of a leadership development curriculum to get managers to coach more—or more effectively.12 Table 9.2 presents the requirements for a successful coaching culture in an organization.

Organizations cannot rely on unselfish leadership but must hold managers accountable for coaching employees to higher levels of performance, career growth, and engagement. Meanwhile, managers must stop thinking of coaching as an “event” that they schedule after their own work is done or as a reaction to a performance issue. The coaching role is not something that managers should turn on or off. They must adopt coaching as a daily leadership practice and focus on creating a supportive, encouraging, and trusting environment for their teams.

To remain competitive in the workforce by providing active career planning programs, more organizations are developing and inculcating a coaching culture as a strategic priority. Six questions should be considered by organizational leaders to establish a coaching foundation to provide supervisors and others with the resolve to coach and instill confidence in employees to implement coaching plans:


	What is the business impact and benefit to be achieved?

	How can you provide leaders with the necessary coaching skills and capability?

	How can you make it easier for employees to coach and be coached?

	When, apart from performance reviews, should coaching occur?

	Who at the senior levels can become a role model for the coaching culture?

	How will you know when you have been successful; what are the milestones on the way to creating a coaching culture?13



Table 9.2 Requirements for a Successful Coaching Culture
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Establish a Coaching Culture in Your Organization

Leaders often speak about the goal of coaching becoming a “way of life” within their organization. Yet more often than not, organizations do not have a successful infrastructure for ensuring that their espoused belief in coaching is a daily practice. Culture change can be intimidating. Experts estimate it takes 10 years to complete. Table 9.3 presents initial steps to establish a coaching culture in an organization.14

Table 9.3 Initial Steps to Establish a Coaching Culture in an Organization
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Sources for Career Coaches

Career management is the process through which employees take responsibility for developing their abilities and expanding their contribution to an organization. Since career management can improve employee satisfaction, it makes sense for organizations to provide career coaching.15

Corporate coaching programs are often developed in-house. IBM and Ernst & Young are among the large corporations that have developed the very first in-house corporate coaching program in corporate America, and have begun to openly share their positive outcomes which can be seen in revenue, market share, productivity, recruiting, and retention. Other corporations are joining in to try and find out how they have put these programs together, gotten buy-in from management, and are able to account for results. A recent national survey indicates widespread interest in developing corporate coaching programs.16



Hiring a Career Coach

Career coaches may be hired as independent contractors by an organization or contracted directly by employees to help them create and carry out plans related to their lives and career directions. A career coach may also be hired by an unemployed individual who is seeking guidance toward suitable fields, assistance in job searches, or help with resolving career challenges. Because clients pay for these services, they can expect career coaches to work for them, supporting their best interests.

Contract coaches’ strategies vary, but they usually do one or more of the following:


	Conduct personal coaching sessions with individuals and groups to help clarify life and career goals.

	Administer and interpret tests [assessments, see Chapter 11] and inventories to assess clients’ interests and abilities and identify career options

	Provide information on career planning and occupations

	Help improve decision-making skills

	Help develop individualized career plans

	Teach job-hunting strategies and skills as well as help develop resumes

	Teach human relations skills that can resolve potential personal conflicts on the job

	Help integrate work with other roles in life

	Provide support for people going through job stress, job loss, or career transition17




If an individual is privately seeking a career coach, it is best to do this when his or her career is relatively stable. Sound career decisions cannot be made in a crisis, or when survival is the chief motivator. Career coaching can assist individuals with creating a vision of where they want to go with their working life, and guide them in developing a strategy to get there.18




How to Hire a Coach

Hiring a coach is much like hiring any other professional person to provide a service or purchasing a big-ticket item. First, develop a list of several coaching candidates, possibly referrals from friends and colleagues. Take time up front to carefully interview each candidate in person to be sure of a good “fit” of personalities. A coach may provide a good resume, but the coach’s approach and personal style are key to a successful coaching relationship. Also, references from current clients are a must. Request a copy of their ethical guidelines as well. Be wary of a coaching candidate who makes grandiose promises of quick results, makes any guarantees about better job and increased salary, or requires a substantial fee before coaching sessions begin.

Discuss the business side of the relationship in advance. Determine the services to be provided, fee structure, billable hours, availability, method used for coaching sessions—telephone, in-person, online, or a combination. Will your coaching sessions be in a group setting when you are expecting private sessions? Be sure your coaching agreement may be cancelled at any time if there is bad chemistry.



Career Coaching within the Organization

Helping employees develop skills and increase knowledge strengthens an organization as employees feel valuable and tend to be more efficient when they can perform more job functions. Managers or supervisors who do not encourage career development may lose productive employees if they become dissatisfied on the job. It is crucial for managers to assume a coaching role and accept additional responsibilities.19


Apply these steps in any career coaching scenario:


	
Build a trusting and productive working relationship. It may take time, but listening and building rapport can establish solid communication channels.

	
Share information and insights. Be honest when coaching. Instead of ignoring employee concerns, find needed information or admit to not knowing and find the answer.

	
Identify options. Once an open relationship is established, work together to clarify the employee’s plans and maximize his or her talents. Build on each other’s ideas.

	
Plan actions. After a coaching session, let the employee review the options discussed and consider how they can be implemented.

	
Review results. Review results with employees frequently to acknowledge accomplishments and to modify or build upon individual career plans.20




Managers can provide career coaching in several ways:


	Identify employee weaknesses or areas in which employees require professional growth.

	Communicate direction, needs, and expectations of the organization.

	Provide information about job and career development opportunities and refer employees to available resources.

	Guide employees in selecting appropriate goals based on what they want to do.

	Coach employees on steps for achieving goals, help identify on-the-job learning opportunities, and assign projects accordingly.21




From a career development and succession planning perspective, career coaching can be very effective. To preserve a solid workforce, supervisors or managers must provide career coaching services to help valued employees successfully navigate through the organization. The investment in time and effort will pay off with long-term benefits of employee satisfaction, effectiveness, and productivity.22




What Coaching is Not

To clear any confusion when considering or establishing a coaching culture, it is helpful to understand what coaching is not:


	An event: Coaching is an effective way for managers to lead and communicate with their direct reports. Managers interact with their employees on a regular basis, so it takes little effort, thought, and practice to turn routine in-person or telephone interactions into coaching moments.

	A discrete tactic for performance problems only: Coaching is a way to groom high performers for new opportunities, create succession planning, get work done most productively, and keep people excited about their work and the organization. When coaching is happening all the time—with each interaction, each e-mail, or each meeting—managers can have a significant impact on their team’s employee’s engagement (see Chapter 13) and the organization’s success.

	A “one-size-fits-all” approach: For coaching to have a positive impact, managers must flex their coaching style to respond to the unique needs and talents of each team member. The best coaches develop a systematic approach that clarifies and responds to the unique needs of each employee.

	Advice: Although managers may occasionally need to supply the “right answer,” more often than not coaching involves helping team members think through situations and formulate their own solutions.

	Something you do to employees: Coaching requires joint accountability and a partnership. It is not a set of skills for managers to apply or direct at their team members. Employees must be invited in as partners in the coaching process and be willing to receive and give feedback, share needs and interest—and request specific coaching as needed.23



If your team members are ever asked to name their “best coach” and “why,” will your name be spoken? To be remembered as a “best coach,” follow these 10 tips for coaching success:


	
Be clear on your goals and your role. If you’re uncertain what coaching is all about, reread the previous section to be clear about what coaching is not. If you don’t know how your team’s priorities fit into the organization’s larger goals, seek clarification now.

	
Hire coach-able, stretch-able employees. Successful coaching is a partnership. Explore “coachability” in selection interviews by asking for examples of situations in which candidates have asked for coaching, where coaching had the most impact, when it did not work out, and so on. You may also want to include questions that uncover how candidates feel about challenging situations and learning new skills.

	
Get to know each team member. Every employee comes to work with unique values, aspirations, experiences, and talents. “Coaching approaches” should be tailored based on what you know about individuals in order to capitalize on everyone’s strengths. Coaching is very specific to the work that each employee performs. One-size-coaching does not fit all.

	
Coach the individual, not the demographic. Generational data is useful for understanding the different “lenses” through which the workplace sees work and life in general. But with coaching, an employee’s values and goals are influenced by more than age. Likewise, insights into specialized fields of expertise provide helpful guidelines, but coaching relationships are built by one-on-one pairings, not aggregate trends.

	
Tell team members what you expect of them. Thriving coaching partnerships require joint accountability. Successful leaders are very clear that their employees need to ask for help, listen to feedback, provide candid upward feedback, and follow up on agreements.

	
Coach for increased engagement. Full employee engagement represents a blend of maximum contribution and satisfaction. You can—and should—keep both in mind as you coach your team members (the win-win solution). It’s not enough to coach solely for performance against the organization’s goals. Managers must coach around career goals and be more in tune with the personal aspirations and interests of individuals.

	
Ask more questions. The more questions you ask as a coach, the less likely you’ll fall into micromanaging or irrelevant advice. Questions help you provide a sounding board for employee ideas. They can also help you provide the “stretch” that employees want from a coach. Questions can unlock potential—the areas that are holding them back—often things that they’re not even aware of.

	
Delegate effectively. Delegate tasks to allow more time for coaching. Another reason to delegate: it sets clear expectations and goals that you can coach to. It’s a lot more motivating to help employees think through how best to reach an agreed-to destination rather than having to clarify what you wanted in the first place.

	
Ask for feedback. Do your coaching actions help or annoy your team members? You can’t use employee performance as your only metric. It’s possible that your efforts are damaging employee morale. Simply ask your team members for feedback on your coaching process.

	
Don’t take off your coaching hat. Whether you think of this as looking for coaching moments or employing a coaching leadership style, the message from successful leaders is to coach continuously. If you have established an individualized, trusting partnership, coaching conversations are most always relevant.24






Mentoring


	What special terms are used when discussing mentoring?

	What types of mentoring exist?

	
What is the difference between formal and informal mentoring?

	What are the benefits of mentoring?

	What are the roles and responsibilities of mentors?

	What is the difference between mentoring and coaching?

	How does mentoring contribute to career planning and succession planning?



The mentoring portion of this chapter addresses these questions and provides the reader with an important starting point for using the mentoring process. Mentoring has been acclaimed as an “important human resource management strategy, a career tool, and a workplace learning activity for men, women and minority groups”25 to help individuals achieve career goals and organizational leaders build bench strength in succession programs.

Mentoring can become an important component of a career planning program. How can mentoring leaders contribute to organizations?


	
Support new employees. The mentor helps transform the new employee “outsider” into an organization “insider” and speed the new hire transition into an effective contributor.

	Identify talented employees. Mentors have ample opportunities to observe their mentees up close and determine early on which employees have career potential in the organization.

	
Can develop and help retain talented employees. Employees who are involved with an organization’s mentor are less likely to quit their current job than those without a mentor.26




Mentoring contributes to succession planning by helping individuals build the requisite competencies needed for performing successfully at present and qualifying for advancement in the future.



A Mentoring Case Study: Leaders for Tomorrow



Leaders for Tomorrow was the U.S. Department of Transportation’s formal mentoring program to provide workforce development for emerging midlevel leaders. The program objective was to add value to the organization by (a) enhancing professional leadership skills within the organization, (b) increasing employee job satisfaction, (c) transferring institutional knowledge and corporate expertise. The mentoring program also established a pipeline of trained professionals to be prepared to handle organizational challenges and equipped to meet future goals of the U.S. Department of Transportation.

The program was designed to propel its participants to heightened learning levels and develop the organization. The program’s objectives were to (a) build skills and develop management through training, (b) develop career plans, (c) provide networking opportunities for individuals. A manager, supervisor, or executive in a specific federal grade level would serve as the mentor and be paired with a mentee, an employee at a lower grade level, for the primary purpose of transferring knowledge and providing hands-on developmental experiences and classroom training. Continuing communication between the mentor-mentee pairs occurred to facilitate achievement of mutually agreed on outcomes. In this partnership, both individuals shared in the growth and professional career development of one another.27




This case study explains why organizations may wish to establish and implement a mentoring program. The following questions may help leaders determine if a mentoring program will benefit their employees:


	Are employees limited in ability to advance to a new level or take on a new project?

	Do employees wish to sharpen technical skills?

	Do employees wish to sharpen interpersonal skills?

	Do employees need to acquire skills to manage people, handle negotiations, resolve human resource conflicts, or interact with clients?

	Are employees being considered for promotion?

	Are employees asking for professional development?

	Are employees asking for a career management program?

	Are employees interested in shifting their career focus to a new specialty area?

	Do new employees need to have a clear understanding of the organization’s culture, policies, and procedures?28






Coming to Terms

The term mentor has evolved to mean “one who hands down knowledge and wisdom gathered through years of experience.”29 Depending on the context in which the term is used, it can have different meanings associated with learning. In an educational context, mentoring programs are popular with students at both secondary and postsecondary levels.30 Community mentoring typically addresses literacy, schools, children, crime, neighborhood renewal, or learning skills. In a business context, a mentor is typically a veteran employee role model who provides support, feedback, and interpersonal development and career planning to newer employees.

One who performs the mentoring service is known as the mentor, while the one who directly benefits from the mentoring service is known by several names: mentoree, protégé, or mentee. Any of these terms are applicable; however, mentee is used in this book to describe one who receives mentoring.



Types of Mentoring

There are numerous types of mentoring:


	
Face-to-face mentoring: The most common form of mentoring; occurs one-on-one and in person in a formal setting such as an office or in an informal place like a coffee shop.

	
Electronic mentoring: E-mentoring is the merging of traditional one-on-one mentoring with the digital age and is rapidly becoming a mentoring method of choice. With time becoming a scarce commodity, e-mentoring through e-mail, Internet chat rooms, electronic bulletin boards, or instant messaging systems provides opportunities for virtual meetings when face-to-face sessions may not be possible.

	
Blended mentoring: Combine face-to-face and online sessions. E-mentoring provides the mentee with many mentors from whom to choose.

	
Team or group mentoring: An even-numbered group of employees, typically four or six, sit as mentees to a mentor who is viewed as a learning leader. Mentees may be from the same unit or department or a cross-functional group. Mentees are encouraged to establish relationships with each other to enhance reinforcement.

	
Tri-mentoring: A take-off of the train-the-trainer concept; mentors- in-training being mentored while being trained to become mentors.

	
Research mentoring: Mentors receive special mentoring in ongoing research strategies; this may be conducted in a research group or cluster.

	
Reverse mentoring: Infusing corporate strategy with the savvy of newer, younger employees to provide senior leaders fresh perspectives or better understanding of operations, customer preferences, or new technologies.31


	
Informal and formal mentoring: Presented in the following section.






Informal and Formal Mentoring

Informal mentoring is the most common, occurring when two people establish a developmental alliance without assistance or guidance from an organization. Informal mentoring is typically conducted by anyone who is considered a high performer and is knowledgeable in the subject matter. Informal mentoring is traditionally viewed as spontaneous, exclusive, and reliant upon the right “chemistry” between mentor and mentee.

Unless the mentoring arrangement is designated as supervisory, a mentor is typically not the mentee’s supervisor or even in the mentee’s chain of command. Often, a mentor will encourage a mentee to strive to achieve stretch goals or support experimentation, which implies the chance of mistakes. “Mentoring entails giving learning gifts: advice, feedback, and support. However, such learning gifts may not be readily seen by the [mentee] as a desired present. Gifts, no matter how generously bestowed, may not always be experienced with glee.”32

Informal mentoring is generally recognized as the stronger personal mentoring of the two approaches. Spontaneity, longevity, comprehensiveness, and “chemistry” reveal that the role assumed by the informal mentor can vary greatly in both number and specificity. While extremely useful, informal mentoring is generally less suited for achieving organization-wide objectives.

Formal mentoring involves a deliberate pairing of mentor and mentee by an organization, to develop specific skills and competencies. The organization provides a standardized but flexible support structure to ensure that both mentor and mentee have a clear purpose and support to achieve the goals of their relationship. Assisted formal mentoring takes full advantage of the benefits of formal mentoring, while maintaining the flexibility of tailoring mentoring objectives to meet the specific needs and goals of the mentee. Table 9.4 clarifies the distinctions between formal and informal mentoring.

Table 9.4 Characteristics of Informal and Formal Mentoring
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Benefits of a Mentoring Platform


By encouraging a learning culture through mentoring, [organizations] ensure that employees take an active role in spreading knowledge and best practices throughout their organization. The collaborative nature of mentoring develops individuals and interpersonal links between individuals, which increases engagement. Mentoring enables both career development and leadership development to help employees develop new skills and feel engaged within the organization. These factors all lead to happier employees and a better retention rate for a stronger, more effective organization.33



Benefits for Mentors


	Personal satisfaction from fostering the professional development of a mentee

	Gratification of passing a legacy to the next generation of employees

	Development of new professional contacts

	Exposure to new ideas, technologies, and perspectives

	Enhanced reputation

	Sense of accomplishment

	Personal growth

	Increased knowledge and experience

	Broadened perspective

	Job enrichment



Benefits for Mentees


	Acquisition of new technical, interpersonal, or management skills

	Professional development and career direction

	Increased personal confidence in the work setting

	Key information on the culture and inner workings of the organization that could not be gained in a training class

	Development of a relationship with a role model and sounding board to give feedback on ideas and career plans

	Development of new professional contacts

	Exposure to new ideas, technologies, and perspectives; greater connectivity with all parts of the organization

	Organizational support; increased performance

	Greater understanding of their role in accomplishing the organization’s mission34




Benefits for the Organization


	Across-the-board development of employee talent in a variety of skills

	Motivated employees

	Effective communication of the history, culture, mission, and goals of the organization

	Creation of a workplace environment conducive to greater productivity

	Improvement of management’s counseling skills

	Increased interaction between staff across functions and levels to:
-Cross-fertilize work efforts to generate new ideas and skills

-Maximize exposure to new knowledge areas, perspectives, and ideas



	Increased organizational communication and understanding

	Better integration of new employees into the workplace; employee retention; reduced turnover

	Cost effectiveness, as participants receive new skills and knowledge without the cost of structured training classes

	Bridging the gap between classroom learning and real-world applications





The Roles and Responsibilities of a Mentor

Mentors often perform four roles simultaneously:


	Advisor: The mentor initiates communication and helps the mentee formulate career goals.

	Coach: The mentor supports in identifying developmental needs, recommending training opportunities, and imparting skills and behaviors.

	Facilitator: The mentor assists in finding resources for problem solving, career progression, and other professional and possibly personal needs.

	Advocate: The mentor recommends opportunities for projects allowing others to observe positive capabilities of the mentee.35





Mentor Relationships

This is a list of the roles a mentor must perform in an effective mentor/mentee relationship:


	A mentor is a role model who helps facilitate and foster the development of a mentee through teaching, counseling, and championing.

	A mentor teaches technical skills, culture, and politics of the organization.

	A mentor coaches via comments, support, encouragement, and even criticism about the skills, talents, behavior, and career of the mentee.

	A mentor counsels with advice on how to confront difficult situations at work, ways to advance, and approaches to improving professional skills.

	A mentor champions the mentee by showcasing the mentee’s talents through introductions to senior management, and offering opportunities to carry out new assignments and “be seen.”36






Mentor Competencies

The following eight competencies will help one develop skills and proficiencies necessary to become an effective mentor. These competencies may also be used by leaders to find and assess the right candidates to fill mentoring roles. You may check the competency levels of your current or future mentors by using the Mentor Competency Questionnaire in Table 9.5.

Table 9.5 Mentor Competency Questionnaire: How Competent Are Your Mentors?
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The leader responsible for the organization’s mentoring program is to complete this assessment for each mentor or mentor candidate by placing a check mark or an X in the column that reflects the mentor’s current competency. Use the results to guide the development of each mentor.
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The Roles and Responsibilities of a Mentor

A mentor–mentee relationship is two-way. As a mentor plays a role and has responsibilities to the mentee, the mentee must be committed to learning, take responsibility for his or her career development, and agree to work with a mentor.

Once a satisfactory mentor–mentee relationship is established, the mentor’s first responsibility is to help the mentee create a learning contract to reach agreed-upon goals. Other mentor responsibilities include helping the mentee write an action plan, estimating current skills and competencies, and request the mentee to participate in any appropriate style preference and needs assessments. The mentee must commit to follow through on their action plan, which includes readdressing things that do not appear to be working well.37


Responsibilities of the Mentee


	Initiate. Be proactive; schedule meetings; actively seek out a mentor (in the case of an informal mentorship).

	Participate. Be eager to learn; take advantage of information and suggestions offered; contemplate career goals and objectives; interact with the mentor to achieve desired goals.

	Listen. Actively listen; be open to constructive criticism and positive feedback; consider all suggestions and options with an open mind; respect the mentor’s confidence and trust.

	Be responsible. Always be considerate and respectful of the mentor’s time; express appreciation for assistance; make only positive or neutral comments about the mentor to others.



The Nine Commandments of a Successful Mentoring Relationship


	Be proactive. Don’t wait for your mentor or mentee to contact you.

	Negotiate a commitment. Agree to have regular contact at predefined intervals.

	Establish rapport. Learn as much as you can about one another.

	Be confident. Each of you has something important to offer the other.

	Communicate. Share your knowledge and experience openly.

	Be a good listener. Hear what your mentor or mentee is saying to you.

	Be responsive. Act on what you have planned.

	Be accessible. Have an open-door and open-phone policy.

	Take responsibility. It takes two to create a successful mentoring relationship.38





How Mentoring Contributes to Career Development and Succession Planning

One of the most efficient, proactive, and cost-effective ways to fight the war for talent is through the mentoring process. It is becoming imperative for executives to take immediate action to install a mentoring process so that soon-to-be retirees can mentor younger mentees in developing interpersonal relationships, enhancing career advancement opportunities, and assuming organizational structural roles.

Installing a mentoring program is relatively simple and can be accomplished at virtually no cost other than employee time. Many mentoring models are available online that can be tailored by in-house workforce or human resource specialists to fit an organization’s structure and culture.

Once complete buy-in to a mentoring program is achieved, long-term strategy and goals must be established. A mentoring manual must be prepared, or purchased and customized. Trainers must be prepared to introduce mentoring to both mentors and mentees. The mentoring program must be marketed to selected, qualified employees. After candidates have had sufficient time to discuss and decide to participate in the mentoring program, leadership must select candidates and take great care in choosing and monitoring formal mentoring dyads. After the dyads are formed, the mentor and mentee should immediately identify and agree on goals and outcomes, and the life span of the mentoring process. Organizations also benefit from encouraging and supporting informal mentoring.

Chapter 10, “Self-Directed and Lifelong Learning,” details a process “by which individuals take the initiative, with or without the assistance of others, in diagnosing their learning needs, formulating learning goals, identify human and material resources for learning, choosing and implement appropriate learning strategies, and evaluating learning outcomes.”39
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Self-Directed and Lifelong Learning

It’s a tragic fact that most of us know only how to be taught; we haven’t learned how to learn.

—Malcolm Knowles


This is the digital age, an economy powered by technology, fueled by information, and driven by knowledge. It is an age with the slogan “knowing means growing.” In the digital age, it is becoming impossible to train, educate, or keep employees current by using the tried and true methods of an earlier time.

This chapter addresses the thinking, acting, and reacting modus operandi of the digital age, which requires specific skills:



	Literacy in technical knowledge

	Effective communication skills

	Inventive analytical and logical thinking

	A much higher order of productivity




To survive in the digital age, it’s incumbent upon every human level of the organization to employ a desire to know as the fuel for lifelong learning. In this chapter, we discuss the traits one must develop to become a self-directed learner:



	Ability to set one’s own personal goals related to learning

	Plan for the achievement of those goals

	Independently manage time and effort whenever and wherever one chooses

	Independently assess the quality of learning that results from the learning experience




If you are in a leadership role in any organization, one of your primary responsibilities is to help provide avenues—intranet, Internet, social media, and any of the myriad of other up-to-date resources—to help employees meet their self-directed learning needs and interests. If you are not yet in a leadership role, develop a self-directed learning style now. This chapter explains why you should.

The influence of technology goes beyond new equipment and faster communications because changes in technology necessitate new skills to do the work and achieve results. Rapid changes in technology will continue. The workforce of the future must continue to adapt to the even more rapid pace of technological change by continuing to upgrade skills so the importance of lifelong learning cannot be overestimated. Workers who want to climb higher or realize their career goals while working conditions are changing must possess the competencies to do it. Lifelong learning for workers will become more relevant than ever.1


As working conditions and employers continue to evolve, lifelong learning remains as the means to achieving career goals. It is also important for building the competencies needed at every organizational level. Lifelong learning is worthy of an entire chapter precisely because it is through the learning process that individuals acquire the competencies they need to meet their career goals—as spelled out in their career plans. Lifelong learning helps prepare workers for advancement, just as organizational leaders need workers to learn in order to achieve the talent requirements spelled out in succession plans. It is, in part, through lifelong learning that career and succession plans can be integrated at the individual level.

This chapter focuses on lifelong learning by answering these questions:


	What is self-directed learning?

	What’s in a name and, more specifically, what is the difference between training and learning?

	What are the characteristics of self-directed learners?

	What are the roles of trainers, coaches, and organizations in helping self-directed learners?

	What is an individual development plan (IDP), and how can IDPs help organize self- directed learning?



First, we must establish three basic benefits of self-directed learning:


	It is more effective in development because learning accommodates employees’ learning styles and objectives

	Saves substantial training costs because learners learn to help themselves and each other with practical and timely materials

	Achieves increased employee effectiveness in their jobs as they learn from their own work experiences and apply their learning in their places of work2





Next, we must understand four basic and identifiable skills clusters required for success in the digital age:3



	Technical knowledge or digital-age literacy

	Basic, scientific, economic, and technological literacy

	Visual and information literacy

	Multicultural literacy and global awareness





	Effective communication skills

	Teaming, collaboration, and interpersonal skills

	Personal, social, and civic responsibility

	Interactive communication





	Inventive thinking—thinking analytically/logically, problem solving, and original ideas

	Adaptability and managing complexity

	Self-direction

	Curiosity, creativity, and risk-taking

	Higher-order thinking and sound reasoning





	High productivity

	Prioritizing, planning, and managing for results

	Effective use of real-world tools

	Ability to produce relevant, high-quality products







To varying degrees, these skills are already taught to American children. But it is imperative that every individual, not just today’s youth, be prepared to thrive in a twenty-first-century economy.

The accelerating rate at which technology is evolving makes it difficult to stay current. However, we should do so because technology continues to change the way we live, the way we learn, and the way we do business. Today’s technologically charged environment requires individuals to plan, design, and manage in new ways. While an education was once something that culminated in a four-year degree, to remain competitive, workers must maintain a desire to know in order to energize lifelong learning; they must maintain their curiosity and drive to stay current and informed.

“Because change occurs constantly in our information-rich society, self-directed, continuous learning is no longer seen as an option for successful workers in the Digital Age.”4 The transformation of the world economy increasingly demands a more highly educated workforce with postsecondary skills and credentials. Today’s adults need higher levels of academic and technical knowledge to remain employable in an information and service economy characterized by frequent job and career change.5



What is Self-Directed Learning?

Self-directed learning—in its simplest form—is analogous to performing a search for a topic on Google or Yahoo! or DuckDuckGo (the search engine that doesn’t track you) or your favorite Internet search engine. You have probably done it hundreds of times. You hear an unfamiliar word, phrase, name, or concept, and your curiosity is overwhelmed. Or maybe you have been given an assignment or work task to complete with a short turnaround. It’s routine now—go to your search engine of choice and within seconds you no doubt have more information—ready for printing—than you can imagine. Next, you evaluate the search results and then determine exactly what information will answer your question, solve your problem, or complete your task.

Self-directed learning is the ability to:


	Set goals related directly to your learning needs

	Establish a plan for achieving those goals

	Independently manage your time and effort, whenever and wherever necessary

	Independently assess the quality of learning and any products that result from the learning experience6







What’s in a Name?


Two major concepts in this chapter are learning and training and two strategies—lifelong learning and self-directed learning strategies.

Over the last number of decades, subtle yet significant changes have shaped how employers prepare their employees to successfully accomplish their work. Employers have become more sophisticated after realizing that the “spray and pray” or “sheep dip approach” ’ of giving all employees the same training—en masse—does not achieve most desired training goals. Rather than top management “pushing training down” to the worker level, the concepts of employee learning and the learning organization are more favored approaches. Training managers are learning managers or chief learning officers, while training departments are refocused as learning or knowledge departments.

Let us refocus on the definitions of learning and training:


	
Learning focuses on achieving permanent changes in behavior. Learning interventions are generally longer term, driven by the need to provide individuals with opportunities to achieve changes through personal experience or practice. Interventions may include, but are not limited to, one-on-one coaching, mentoring, or 360-degree feedback.

	
Training focuses on helping individuals acquire new skills. Training interventions are generally event driven. Classroom-based workshops still feature heavily in training.




Peter Senge defined the learning organization as “organizations where people continually expand their capacity to create the results they truly desire, where new and expansive patterns of thinking are nurtured, where collective aspiration is set free, and where people are continually learning together.”7 Self-directed learning and the learning organization philosophy are mutually supportive. It is the collective commitment of employees at all levels—using self-directed learning—that provides the competitive business edge while the organization’s learning culture permits and even requires organizational leaders to listen, learn, and share relevant ideas with all employees.

With global competition and technology advancing at a light-year pace, it is nearly impossible to take the time to develop training using traditional methods. According to Lucy Madsen Guglielmino, “Only the learning organizations will survive, and you cannot have a learning organization without self-directed learning.”8


GE’s former chairman and CEO, Jack Welch, is a true champion of the learning organization culture. GE stock went up 4,000 percent under his leadership9 attributable, in part, to its learning culture. “At the heart of this [learning] culture is an understanding that an organization’s ability to learn and translate that learning into rapid action, is the ultimate competitive business advantage.”10 In Welch’s 29 leadership secrets are three ‘‘Welch Rules’’ that summarize and emphasize the need for a learning organization culture:


	Make searching for new ideas a priority of every employee. In today’s competitive environment, organizations cannot afford to leave anyone out.

	Hold idea-sharing meetings regularly. Get a diverse group of managers together regularly. Make sure their ideas are translated into action.

	Reward employees for sharing knowledge. Reward managers and employees for sharing ideas and putting best practices to work at every level.11




Employees in learning organizations are always encouraged to assume responsibility for their own learning and sharing new knowledge. Learners are more personally satisfied to know that their knowledge contributions are helping to move their organizations forward to achieve competitive advantage.

Self-directed learning is not a new idea. People have regularly been self-directing their learning but did not always call it that. Educational philosophers since Socrates have supported that learning is individualized and that students should be center stage in the learning process.12 However, with the explosion of knowledge, research, literature on the Internet, interest in self-directed learning has mushroomed over the past 25 years. With its roots in adult education, the term self-directed learning has taken on various names. However, the following terms are nearly synonymous with it and may be used interchangeably:


	Self-directed learner

	Self-direction in adult learning

	Self-direction in learning

	Self-directed instruction

	Self-directed teaching

	Self-directed training

	Self-directed lifelong education

	Self-conducted learning project

	Self-education

	Self-efficacy

	Self-planned learning

	Self-taught adults

	Self-acquired knowledge

	Self-guided learning

	Self-managed learning

	Self-regulated learning

	Self-taught

	Free range learner13




Before delving into self-directed learning in more detail, let’s discuss several basic concepts of training and development and four overall learning approaches: informal, formal, self-directed, and other-directed. Deciding which approach to deploy depends on the complexity of the knowledge and skill needed, timeliness of training, capacity and motivation of the learner, and availability of funds.




The Self-Directed Learner


Unfortunately, not all employees will embrace self-directed learning as much or as rapidly as others. Those who have a propensity for self-directed learning will maintain a “preferred” approach to learning, while those who are less motivated and productive in a self-directed environment will exhibit a different approach to learning.

Several paper-and-pencil and online assessments may help measure learners’ readiness to adapt to self-directed learning. A learning-style survey to determine preferred ways of taking in and processing information—whether visually, aurally, through reading and writing, or kinesthetically—is available at no charge at www.vark-learn.com/English/index.asp. Click on “Questionnaire” for “How Do I Learn Best?” Also, Dr. Lucy M. Guglielmino developed the Self-Directed Learning Readiness Scale (SDLRS), a self-report instrument that measures the complex of attitudes, abilities, and characteristics that comprise one’s readiness to engage in self-directed learning.14


Learners who are easily self-directed also exhibit many special traits, including:


	A willingness to set goals

	A willingness to plan their learning strategically

	Positive self-images of themselves as learners and faith in their abilities

	A willingness to work to reach goals

	A willingness to develop interest in their work

	An ability to focus and maintain attention

	A constant willingness to teach themselves

	The ability to monitor their own performance

	An inclination to seek help when needed

	A desire to evaluate their work

	An understanding that hard work and perseverance lead to success

	A willingness to use what they have learned to adapt to new situations15




Meanwhile, Dr. Guglielmino compiled specific learner attitudes that strongly support self-directed learning:


	
Having confidence in themselves as competent, effective learners: Learners see themselves as “can-do” learners who enjoy being innovative.

	
Accepting responsibility for their own learning: Primary responsibility for learning belongs to the learner, not the instructor, trainer, or professor; learners must recognize their own needs for learning and take responsibility for making it happen regardless of obstacles.

	
Viewing problems as challenges rather than obstacles: Distractions and obstacles should be seen as opportunities to strengthen the learner and not to avoid or abandon a learning project.

	
Creativity and independence in learning: Unstructured learning settings with no set directions or expected outcomes work best.

	
Willingness to seek help: Use tools available and discover tools that are not available.

	
Valuing their own learning: Valuing the learning achieved on their own.16







The Individual Learning Plan


The individual learning plan (ILP) is a tool—like a roadmap that guides a traveler from one place to another—used by employees or work groups to help organize and plan self-directed learning activities. An ILP focuses primarily on building individual or group competencies. There is no specific or correct learning plan form or format. The format and look are less important than a plan’s functionality. What works best for learners matters the most. However, most ILPs provide a structure to help learners establish individual learning goals, track accomplishments, identify and locate the resources learners will use to reach their goals, and provide for some form of evaluation. Although an ILP is flexible, there are some major components or phases as illustrated in Table 10.1 that comprise a robust ILP: the initiating phase, the planning phase, the managing phase, and the evaluating phase.17

Table 10.1 Individual Self-Assessment




	Identify the top three competencies required NOW in the present position.
	Identify the strengths (competencies) that the individual presently possesses.



	Identify the top three competencies that may be required in the NEAR FUTURE in the present position.
	Identify the competencies needed for improvement or future development.






Source: William Rothwell and others, Career Planning and Succession Management (Westport, CT: Praeger Publishers, 2005), 193.




Steps in Developing an Individual Learning Plan (ILP)

A real issue with developing and writing ILPs is that “nothing happens” if the plan is kept in a drawer and not implemented. Managers and the employees who write the plans must be held accountable for implementing the learning plan.


Developing Learning Goals

Gather documents that will play an important role in creating an effective ILP:


	A statement of the organization’s vision, mission, and values statements

	The learner’s position description

	The learner’s performance goal statement

	The results of any assessments of individual or department competencies

	Any pronouncements about the organization’s strategic plan





Goals of an ILP

An ILP may achieve one or several learning goals. Examples of ILP goals:


	Develop or enhance capabilities in the present job

	Plan for career achievement

	Develop skills and learning activities to support performance goals




Self-Assessment

Learners should think ahead at least three to five years and assess their strengths and opportunities in their present or future positions either inside or outside their organization by considering such questions as:


	What competencies must be acquired or enhanced to succeed in their present jobs?

	What competencies must be maintained to keep their present jobs?

	How will present competencies apply to future work?

	What advancing technologies will influence the need to learn?




Determine the Preferred Learning Style

From the references listed earlier in this chapter, determine the individual’s preferred learning style.



Scan the Learning Activities That Match Learning Needs and Styles


	Books, articles, magazines, journals

	Webinars, YouTube, TED Talks

	Computer-based and web-based training

	Committees or self-organizing work teams

	Coaches, mentors, cross-trainers, one-to-one peer coaching

	Lectures, talks, discussions

	Conferences, workshops, seminars, formal training programs

	Other resources—organization-specific developmental efforts such as people, places, positions, or assignments that will help to build needed competencies





The ILP

By evaluating the previous data, individuals can devise viable learning plans. Sometimes, the short-term ILP will have an end date, while other long-term ILPs may be a work in progress with floating completion dates. Table 10.2 depicts a sample of ILP headings and sample entries.

Chapter 11 is the logical follow-up to this chapter. The “Self-Assessment Approach” chapter describes looking inside oneself to assess aspects important to one’s learning.

Table 10.2 Sample Entries in an Individual Learning Plan




	Goals/Skills to Develop
	Action or Learning Activity
	Resources Needed
	Target Completion Date





	Improve computer skills to develop a fully functioning database
	Register and attend classes
	•Find community college with desired course

•Tuition money

•Tuition reimbursement form from employer

	Spring semester



	
	Discuss appropriate database options
	Meet with Roy’s IT team
	First two weeks of course






Source: William Rothwell and others, Career Planning and Succession Management (Westport, CT: Praeger Publishers, 2005), 194.
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The Self-Assessment Approach: Finding Value in a New Methodology


Effective self-assessment of individual employees reduces turnover, increases job satisfaction, and can save an organization a huge amount of money. Organizations that understand an effective self-assessment process and how it relates to competency acquisition, career training, lends itself directly to succession efforts, and the subsequent increased returns on their business model have jumped in with both feet and are reaping the rewards.

This chapter presents:



	The business case for employing a comprehensive self-assessment strategy

	An explanation of a new individual self-assessment model that focuses on these steps:

	Self-assessment initiation

	Self-interest identification

	Career investigation and experiential probing

	Decision-making step

	Goal affirmation

	Actualization and revision




	New career development self-assessment techniques




Any organization that embarks on creating or enhancing its career development and succession planning program must understand the complexity and importance of individual motivators through a self-assessment process. If you do not know what you truly want to do regarding your skill sets and strategic planning, how will employees be able to best fit into that vision with what they would like to do with their abilities to make the organization successful?


Every year, a list of the best organizations to work for hits the bookshelves. This list is a good public relations tactic because being included on it helps to attract top talent by establishing an employment brand. Satisfied employees will probably stay with an employer, so organizations that are good to work for experience lower turnover. This rating leads to increases in employee productivity and efficiency in mission-critical organizational areas that increase shareholder value.1 In today’s economy, it is critical to cross-train and develop flexible workers to meet organizational needs as they arise. The challenge lies in objectively assessing talent on hand to establish career plans and succession plans that contribute to achieving the organization’s strategic objectives.


The Internal and Monetary Value of an Integrated Career Development and Succession Planning Approach

Employees look to leaders to assess the future they expect in exchange for hard work and dedication to corporate objectives. That sense goes a long way to provide a feeling of importance to what each individual contributes to the organization. Leaders must build confidence with employees, so they are more likely to attract qualified candidates while reducing attrition. Retaining qualified talent is key to continued competitive success. To keep good people, an organization’s leaders care for workers’ needs and leverage their talents to meet business demands. William Rothwell developed an ideal retention tool, the Organization Retention Assessment, to measure an organization’s retention preparedness.2 Workers expect reciprocity from an employer meaning they expect the employer to exert efforts on their behalf equal to what the worker exerts on the employer’s behalf. Job satisfaction surveys indicate that a major reason employees remain loyal to an organization is that they are continually offered opportunities for growth through organized training and career development activities.

The first step to encourage employee loyalty is to create a system that allows employee and employer to evaluate present skill sets (competencies) and strategic needs so development gaps can be identified and addressed. When the organization provides a means to work closely with employees to develop their skills, employee loyalty increases. Further, it builds bench strength for the organization to tap as new business strategies are formulated and implemented.3

Employees desire development programs because they know:


	Their current skills are growing obsolete in the face of technology advances.

	Their relationship with the employer is somewhat “contractual”; training builds the competencies that workers must succeed in present positions and qualify for future ones.

	Training and continuing education can help them keep their jobs, qualify for new ones, and prepare for unforeseen threats to their long-term employability.



Effective succession programs have been directly related to competency acquisition and career training.4 Organizations that have adopted this service for their employees include IBM, Intel, Sun Microsystems, and Motorola.5 Organizations outside of the technology realm—such as the Vanguard Group, Lockheed-Martin, and Booz-Allen Hamilton—have also adopted extensive in-house development plans to meet present worker needs and prepare them for the future.

Organizations continue to face the challenge of remaining economically viable with fewer people and weaker bench strength due to economic trends over the past 20 years. To succeed, employers must first identify and then optimize their talent pool whereby efficiently employing the knowledge capital of their workers to deliver business results. An efficient organization avoids the boom-or-bust, hire-or-layoff approaches to staffing in the face of swings in business cycles, maintains positive morale, and returns money to shareholders. An early example of an efficient system (and former Fortune 500 number-one ranked in management quality) is WellPoint, a leading health care organization.6 WellPoint’s integrated career and succession planning effort slashed attrition by nearly 6 percent, saved over $21 million in recruiting costs, and cut candidate search time by more than half.7


The internal and monetary benefits of integrated career planning and succession planning systems are clear. Employee self-assessment can help workers feel empowered and motivated.



Examining the Role of Self-Assessment

For any career or succession planning program to be effective, employees must develop themselves. Individuals lacking that motivation become turnover statistics in organizations that have established a corporate culture in which employee development is encouraged, expected, and rewarded. Encouraging employee self-assessment helps workers clarify their present career goals, their present competencies, and their development needs. Self-assessment is key to identifying individual values, interests, and abilities. It can encourage workers to reflect on the future, and that can complement succession planning efforts. Moreover, self-assessment is a key building block for career planning. If employees do not know where they want to go or how to get there, they will see no relevance to succession planning or career planning efforts.

The Internal Organizational Individual Self-Assessment Model

The Internal Organizational-Individual Self-Assessment Model, illustrated in Figure 11.1, was created to scope and sequence efforts by individuals to understand their workplace interests, abilities, and goals. The model can only succeed as participants’ willingness to be honest and objective with and about them. The model deserves more elaboration. As an adjunct to the model employees can benefit from looking at their current situation and might benefit from using a Career Point-in-Time Individual Career Self-Assessment Tool found in Figure 11.1. Using this tool as part of the model can focus the employee on what specific needs exist for their individual development.

Figure 11.1 Internal Organizational Individual Self-Assessment Model
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Step 1: Self-Assessment Initiation

Initiating self-assessment is a particularly difficult step to take. It is common for individuals to take this step only after experiencing a major, and usually negative, event—such as demotion or termination. This reactive approach to the self-assessment process typically results in less than desirable outcomes. A proactive approach allows individuals to make honest and objective value judgments to assist in establishing their career planning and future succession goals. As the global market continues to evolve from manufacturing and service to a technologically and information-driven economy, individuals must position themselves to deal with many changes.

Many individuals select an occupation without fully or realistically understanding its demands or responsibilities. Often, people select occupations to meet their immediate needs. Those needs may be centered on finances, family situation, or even fear of the unknown. Whatever the reason for an individual’s occupation choice, he or she is usually, and eventually, drawn to self-assessment to take stock of themselves. Once a person is comfortable with the need to self-assess, the second step in the process helps him or her discover what interests truly appeal to him or her.



Step 2: Self-Interest Identification

“Know thyself” was the dictum carved above the temple of the Delphic Oracle in ancient Greece. Understanding oneself requires much courage, honesty, objectivity, and patience. Few people can sit down for one attempt at this process and surface all the answers. For organizations that provide self-assessment services for their employees, both employer and employee must understand that it takes time. Self-interest identification is crucial for employees to understand who they are in relation to the organization—that is, how their interests, skills, and abilities align with the work tasks of the organization. The individual’s aspirations, goals, and dreams should also be explored.

Employees must ask themselves what they need to be happy in doing their present jobs and how they can succeed in pursuing their goals. Part of this process involves uncovering and examining natural talents compared to personal interests. Individuals who are naturally talented in graphic art technologies used to create promotional pieces may want to look at ways to apply this knowledge to their work. That is how organizations can uncover hidden talents of their employees.

In large organizations with full-fledged career centers, career counselors can confidentially assist individuals with this process. In smaller organizations beginning to incorporate a career development function, HR specialists may rely on consulting resources and guides to help individuals begin the initial process. This step in the self-assessment process serves as the launching pad for designing career pathways for individuals and identifying potential talent for succession planning efforts.



Step 3: Career Investigation and Experiential Probing

Once workers have tentatively decided on what career goals to pursue based on identified skills and interests, they can explore viable avenues to achieve those goals. This phase of the self-assessment model parallels the initial phase of corporate career developmental activities and succession planning efforts. From the perspective of career development, at this point individuals refine their professional goals through exploration. Exploration can take many forms and may rely on such activities as mentoring, job shadowing, and talking with peers about positions. This provides employees with pertinent information and cursory experiences to help define who they are and who they want to be professionally.

Employers supportive of investigative career exploration often support discussion groups or simulated work experiences to help employees find their niche. Many tools are available to simulate work-related functions in a low-risk/liability environment. A financial services organization can simulate an equities trading floor taking no serious financial risks. Purposeful exploration can help individuals sort out the myths and realities of potential jobs and offer organizational leaders valid ways to assess prospective talent.



Step 4: Decision Making

This step in this process involves establishing a formal commitment to pursue a particular area of interest for development. To succeed, this choice must enjoy the support of the organization. This phase of self-assessment is where the action implements a formal career development strategy that will build employee competencies in line with individual career interests and organizational needs. It is at this point in the career development cycle that employees participate in training sessions, obtain specialized training, and assume additional job functions to build their competencies. For succession planning, this step allows leaders to consider placing individuals into future roles as indicated by their career pathway plans. That ensures congruency between what talent the organization strategically needs and what individuals want.



Step 5: Goal Affirmation

Successful organizations and people leverage their competencies to meet customer needs and accurately predict what they will need. In Step 5 of the self-assessment process, employees affirm their plans based on their own experiences and the organization’s strategic direction. Career development is a cyclical system that should be reviewed by both individual and the corporation periodically (every six months) to ensure proper continuity between individual development objectives and corporate objectives. As individual interests and corporate missions evolve, both parties must remain flexible in refining their plans. Linking a self-assessment tool with career development activities and succession efforts is critical to preventing goal misalignment. While that may seem burdensome, it can pay off for organizations with a planned process.

Step 6: Actualization and Revision

The final step of the self-assessment process examines relative achievement of development objectives. In this phase, employee and employer compare accomplishments to the action established at the outset of the development cycle. When planned activities are completed, employees should possess the competencies to contribute further to the organization. The organization’s leaders can clarify their succession plans and align qualified individuals to opportunities. High-achieving employees can then develop more competencies to directly benefit the business unit and themselves. Goals, interests, and subsequent abilities can change because of experience.

Table 11.1 Career Point-in-Time Individual Career Self-Assessment Tool

Use this tool to provide insight into your personal interest, abilities, and career goals. For each category, write what skills are required for your current position.
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When employees fail to meet the needs of their development plans, individuals can be “recycled” through the model to redefine their career and developmental objectives. The organization’s leaders may make a value judgment at this point about the viability of individuals to meet succession needs. The failure of an employee to meet his or her development goals creates several questions.


	Does the employee possess the motivation, desire, and aptitude to handle an increased role within the organization?

	Are the developmental experiences provided by the organization adequate to meet varied employee needs?

	Are career and succession planning supported by senior leaders and aligned with the organization’s strategic objectives?






New Career Development Self-Assessment Techniques

Many organizations do not have the budget to serve the entire workforce with intensive, individualized counseling. A mixed methodology for self-assessment is often necessary. Typical approaches to the self-assessment process combine classroom training and individual counseling sessions with electronic and/or printed self-assessment tools.

Various options are available for organizations that wish to use off-the-shelf assessment tools. Many reasons exist to go this route. First, it is an effective way to address capacity. A standardized evaluation tool is an efficient method of soliciting and receiving self-assessment. Second, the reliability and validity of these tests provide accurate measures and reasonable interpretation of results, while a survey created in-house may lack proper quality controls. Third, a standardized testing instrument can save money for the organization. While testing materials may have a fee associated with their use, surveying many people in a relatively short time mitigates this cost. Finally, a technology-based approach allows employees to administer their own tests of day, minimizing productivity losses and offering convenience and some privacy to participants.

Testing materials available to individuals and organizations cover many topics, including:


	Self-assessment of values, interests, and ethics

	Personality inventories

	Occupational exploration

	Computer-aided career guidance systems



Standardized testing alone is not sufficient for proper self-assessment. It is a way to efficiently address specific developmental needs. Organizations should use the resources in Table 11.2 with a professional career counselor to achieve optimal impact.

To summarize, an organization’s ability to assist employees in self-assessing their competencies has been shown to contribute to improved morale, lower attrition rates, and an increased return on investment for shareholders. This cannot occur without dynamic, and engaging, corporate leaders who rally employees to do their best for the good of the organization and their own careers. Proactive leaders encourage individual self-assessment.

Table 11.2 Standardized Self-Assessment Tools for Organizations
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Using the self-assessment model can greatly increase the synergy of an integrated career and succession planning system. To meet the needs of both organization and individual, most organizations use a blended learning approach to minimize productivity losses and maximize flexibility. A well thought-out career and succession planning system infused with the self-assessment approach can leverage talent, resulting in increased profits and success.

Chapter 12 addresses emerging leaders and leadership development programs and their contributions to career planning and succession management.


Twelve

Emerging Leaders and Leadership Development


Leadership today is challenging. Leaders face a myriad of situations which often require the capacity to make decisive decisions quickly and have long-lasting effects on the organization. Leaders are charged with aligning the organization’s resources, both people and financial, to meet its mission and strategic goals—which is no easy task as industries experience compression on revenue-generating capabilities, changing customer expectations, and an increased pressured to hire and retain the best employees.

Leadership development is rooted in self-awareness. Similar to a core principle in career planning which begins with self-exploration, self-aware leaders are familiar with their strengths and know how to use them to accomplish the best for their organization and for the employees they lead. Self-aware leaders know their weaknesses and know how to minimize them either through participating in development activities or by delegating tasks to others on their team who are more suited to those tasks. To be an effective leader today, individuals must take responsibility for continuous learning and have a commitment to developing their skills, knowledge, and work experiences.

As the world continues to be more complex and the nature of work is changing, leaders today face no small feat in leading their organization and teams into a future which often is uncertain.

In this chapter you will learn:



	How leadership development programs are constructed

	Common mistakes when creating leadership development programs

	The benefits of leadership development for organizations and individuals

	How leadership development programs link with strategic planning, succession planning, and career planning




Identifying an Organization’s Emerging Leaders

As depicted in Table 12.1, a manager supervises day-to-day operations in an organization and is more task-oriented, while a leader inspires others to action through their vision. In leadership development, this distinction is important because one of the first challenges that most leadership development programs must address is “Who are our future leaders and how do we identify them?”

Emerging leaders go beyond their current job descriptions and have the interest and capacity to seek developmental opportunities to expand their careers either within their current role or for a role elsewhere in the organization. Within small- to medium-sized companies, the senior leadership team may be responsible for collectively identifying emerging leaders within their organization and within their departments. While there is no specified number of participants required for an emerging leader’s development program, there are a few considerations:


	Ensure an objective process exists for identifying emerging leaders benchmarked against objective selection criteria which keeps the process fair and honest and avoids any perception of favoritism. An organization’s recruitment program for finding candidates, screening, and hiring new employees might be a model to consider as a baseline for selecting and enrolling employees in a leadership development program.

	Ensure that the emerging leader has both the desire and time to participate in a leadership development program which can range from several weeks to year-long assignments.

	Ensure that each emerging leader has the commitment from his or her boss. The senior leadership person must be available to handle questions and to provide feedback on a timely basis which supports development.

	Ensure that each emerging leader can be mentored (Chapter 9) should that be a quality the organization desires in a leadership program.



Table 12.1 Defining a Manager’s Role versus a Leader’s Role




	Manager’s Role
	Leader’s Role





	Plans, organizes, and budgets
	Creates and communicates a vision and purpose for the organization



	Focuses on current tasks and executes those tasks using current teams
	Strategizes for the future; seeks opportunities and may take strategic risks



	Is seen more for managing “what is” and for providing stability
	Is seen as a change agent



	Consistent policies and procedures
	Looks to improve policies and procedures; innovates






Source: Cami Ressler, Career Mobility LLC, Mechanicsburg, PA, 2014.


Characteristics of Best Practice Programs

For an effective leadership development process, the organization and individuals charged with planning a leadership development initiative should consider these key characteristics which form the foundation for a best practice program:



Characteristic 1: Determine the Organization’s Goals

While it sounds simple, an organization must determine its reasons for developing a leadership program.


	Is it to address a pending shortage of leaders due to a wave of anticipated retirements?

	Is it to build an internal talent pool to address job roles within the organization highly specialized or are difficult recruiting situations?

	Is it because the CEO values developing the next generation of leaders and sees the process as a best practice for the industry?



Organizations with a clear mission, purpose, and focus for their leadership development program recognize that to succeed the program requires buy-in from senior leaders, needs dedicated financial resources and time, and a planned approach for developing talent.



Characteristic 2: Ensure Senior Leadership Participation and Support

If the leadership development program lacks senior leadership support, the program faces significant challenges even before the participants have been identified. According to Mark Phelps of Development Dimensions International (DDI), “Strong support for leaders’ managers is paramount … whether it is a mid-level leader supporting their frontline leader’s program or a senior leader actively supporting a mid-level leader’s developmental experience, this support—and the positive role model they should demonstrate—provides a lasting positive impression on the learner.”1

Characteristic 3: Base the Program on Your Organization’s Culture

Culture reflects the values, beliefs, and norms of an organization and is commonly described as “the way we do things around here.” Absent a culture clearly defined by the leader—a CEO or a board of directors member—employees will put their own culture in place, and that is a precursor for an organization to experience significant problems. The culture and behaviors exhibited by senior leaders convey the expectation for how emerging leaders should act and behave if they want to assume more responsibility within an organization. Therefore, an organization’s culture is the keystone and foundation piece for any leadership development program.

Characteristic 4: Use a Strategic, Systematic Approach

The most significant challenge in establishing a leadership development program is planning the curriculum and workplace experiences to support an employee’s knowledge, skills, and behavior development. The workplace is rapidly changing, which requires organizations to develop a system and process for employees to be adaptable, flexible, and remain focused on continuous professional development and learning. The U.S. Government’s Office for Personnel Management established a Center for Leadership Development (CLD) whose mission is to create leaders to better serve the federal government.2

The CLD program delineates educational courses based on status within the organization—from aspiring leader to executive. The CLD has defined organizational competencies valued and supported through a variety of training opportunities tailored to an individual employee’s leadership level within the organization. Table 12.2 provides an example of courses available for aspiring government leaders and executive leaders:3

Characteristic 5: Identify Leadership Candidates

Each organization must determine and establish a philosophy to identify employees to participate in a leadership development program. A commitment from the employee and the employee’s manager is essential. An employee’s manager should have a participatory and supportive role in the employee’s development. By serving as a trusted resource for information and a provider of work experiences and timely feedback, the manager advances the development of employees’ competencies which support department or organizational goals. An employee must take responsibility and be accountable for seeking skill building opportunities and experiences that both match their individual career planning goals and add value to the organization.

Table 12.2 OPM’s CLD: Examples of Aspiring Leader and Executive-Level Programs
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Motivation is a dimension to be evaluated by employees interested in participating in a leadership development program. Asking the participant to explain why, at this stage of his or her career, participating in the leadership development program is important clarifies for both parties that the employee’s desire to further their career, to expand skills in their current role, and provides insight into an employee’s level of commitment to the program.



Characteristic 6: Ground Your Program in Real Work

Grounding a leadership development program in real workplace situations provides significant benefits to the organization and employees. It is common knowledge that adults learn best when they apply what they learn in the classroom to real-time workplace problems. Workplace situations outside an employee’s usual role provide employees the opportunity to work with a cross section of people representing different areas in the organization in a practical manner to solve a problem.

Developing the skill to “collaborate with others,” “to influence decisions,” and “to seek common ground” is a core leader quality valued in many organizations. Emerging leaders also develop awareness of the roles and functions of other departments within an organization. This insider knowledge is invaluable for those who seek a career move or who are eligible for succession planning.



Characteristic 7: Measure Results

Knowing what program results to measure links to an organization’s purpose or vision for creating a leadership development program. If an organization’s goal is to plan for succession of key positions, a metric may measure how quickly internal candidates are ready to assume leadership vacancies. If an organization’s goal is to develop an internal leadership pool, a metric may be how well participants meet objectives in their individual development plan (IDP).

Effective IDPs focus on three key components resulting in clarity and commitment for an organization’s leadership development program:


	Identify and assess future development needs in the competency areas defined as important to the organization.

	Provide structured learning experiences linked to organizational goals, strategic needs, and current job requirements.

	Establish an agreed-upon set of learning goals and development experiences which may be part of succession planning, career planning, or leadership development initiatives.4 Attention must be given to the stakeholders who have a vested interest in the program. Care should be given to identify what data, information, and knowledge these individuals require. From a qualitative perspective, asking for feedback from stakeholders about the impact a leadership development program is having on the organization or individual department offers insight whether a leadership program is perceived as valuable.



A mechanism for measuring results will highlight areas of the program where additional resource are needed, where resource can be eliminated, or where aspects of the program are not meeting the initial program’s stated objectives.




Common Mistakes and Erroneous Assumptions

HR professionals are often expected to do all the hard work in attracting, developing, engaging, and retaining talented people, yet, the reality is that 90 percent of development happens on the job.5 The best way to develop employees and future leaders is to get current leaders engaged in the process on a daily basis.6 Research indicates that managers devote only 20 percent of their time to direct interaction with their staff.7 To foster better interaction with emerging leaders and enhance the role managers and leaders have in building competencies and developing talent, the following common mistakes and erroneous assumptions merit consideration:


Mistake 1: Leadership Development Is a One-Size-Fits-All Approach

A critical challenge for any human resources professional or other senior leader tasked with designing a leadership development program is to understand there is no one-size-fits-all model. Too many leadership development programs and training initiatives rest on this faulty assumption. The belief that the same set of leadership competencies, the same group of skills, and the same style of leadership is appropriate regardless of the organization’s strategy, organizational culture, or senior leadership team’s style is a mistake. Each emerging leader or senior leader enrolled in a leadership development program has a unique personality, unique skills, and unique learning style which must be considered when crafting an organization’s leadership development program.



Mistake 2: Leadership Development Is a Quick Fix

Leadership development is a process that takes time to design and implement to enable the program to support an organization’s culture and program objectives. Similar to strategic planning, career planning, and succession planning, leadership development is a process through which both the employer and employee have roles and responsibilities to ensure the desired outcomes are met.

According to Lorri Freifield, “It’s clear that the effectiveness of [leadership development] programs depends on the investment of resources, development of a formal strategy, and the time needed to allow the programs—and the people in them—to mature and develop. Failure to invest and develop strategies that allow for consistent and effective execution of [leadership development] programs will mean organizations will continue to struggle to develop the leaders to drive breakthrough business results.”8



Mistake 3: Leadership Development Is a Self-Sustaining Program Once Established

Organizations are elastic and fluid, so are leadership development programs. With evolving workplace demands requiring employees to gain new skill sets and apply different knowledge, leadership development programs must change to keep pace with these needs. While core leadership competencies such as conflict resolution, interpersonal skills, and team development likely will remain constant, new training methods used to foster leadership learning continue to emerge and be tested. What does not change is an organization’s core values and culture which remains the center of a leadership development program.




The Benefits of Leadership Development

Benefits for Emerging Leaders


	Provides challenging assignments that go beyond an employee’s current role and responsibilities.

	Creates exposure to working with departments and leaders across the organization which supports networking and a better understanding of how an organization works and decides.

	Offers the ability to develop skills and knowledge to become eligible for succession planning, career planning programs, or more competitive roles within an organization.

	Provides an opportunity for the employee to talk with his or her manager about career development and skill building activities.

	Employee assumes ownership for his or her career and learns how to be accountable for the direction of his or her career.

	Employee is more likely to remain with an organization that invests in his or her career.



Benefits for the Organization


	Demonstrates to an employee that the organization values his or her growth and development.

	Provides a tool for managers to address skill gaps within an employee and where to invest resources in employee development which leads to more productivity.

	Offers a way to ensure that an organization’s workforce is prepared to meet the organization’s needs both internal to the organization and externally for its customers.

	Gives insight to employees about the organization’s values and provides opportunities for employees to match their career goals with the organization’s needs.

	Serves as an employee benefit for recruitment, retention, and promotions.

	Provides a framework for managers to develop and coach their employees to support departmental goals and organizational objectives.





How Leadership Development Links to Strategic Planning

Establishing the direction of an organization and identifying overarching goals provides the foundation for most strategic planning efforts, whether short or long term. A well-defined strategic plan serves as the blueprint for an organization’s strategy and business objectives. Often a missing step is determining who will implement the strategic plan. An organization must assess whether it has the leaders in place to execute the strategic plan. If not, having a well-developed leadership training program is of great value. By assessing the strategic plan’s actionable steps with the leadership pool, organizations can determine if leadership gaps exist. Leaders must be assessed for their:


	Core competencies

	Technical knowledge

	Emotional intelligence

	Leadership skills

	Practical knowledge skills and abilities to determine if these competencies and skills are a match for the strategic plan’s goals



Leaders of strategic thinking organizations should consider Do we have the right leaders in place to implement our strategic initiatives, to respond to industry changes, and to adapt as the organization evolves? If the answer is no, how do we develop or find those leaders? Strategic planning involves having leaders capable of analyzing an organization’s current situation, being aware about the future and its potential risks, and anticipating and reacting to foreseen and unforeseen circumstances that might be a strategic threat or opportunity.



How Leadership Development Contributes to Career Development and Succession Planning

It is factual that business and the world of work are changing at every level and at a pace unseen in recent times. Strategic transformation is visible in marketing new business lines, the increased use of social media to reach customers and employees, the increased global connectedness of businesses with their global teams and global customers, changing customer service expectations and the services being provided. For most organizations and for most leaders there is a common challenge of trying to understand:


	New information technology applications

	Ways of protecting an organization from threats, terrorists, and cybersecurity

	Ways of improving productivity through supply chain management

	Ways of structuring the organization to better meet the organization’s goals and customer demands



New approaches to operational management require a leader to help all employees understand why the organization is in the business it is in and how organization’s programs and processes will help it to achieve its goals.

An organization’s strategic plan’s objectives and goals inform the processes for leadership development, career planning, and succession planning. However, the heart of all organizational planning and programs lies with an organization’s culture, mission, and core values. An organization’s culture, mission, and core values drive and influence all other process and planning initiatives and programs within an organization, including career planning, succession planning, and leadership development.

Succession planning programs ensure a continuous supply of organizational leaders and can provide managers and employees with a growth map. Leadership development programs should meet group needs to build competencies to align with competency models at higher levels of responsibility within an organization. Leadership development meets talent management or group needs through building competencies that have to be developed for groups of employees to meet performance expectations required for various job roles and levels within an organization.

According to research conducted by Nick Petrie, there is a shift in the leadership development paradigm from one that focused on a person or role to a new model in which leadership is a collective process that is spread throughout networks of people.9 Further, leadership development programs support succession planning programs through encouraging leaders at all levels to create work climates that motivate all employees to perform at their best. In contrast, individual employee development occurs through individual development plans. Individual development plans prepare individuals to move up, down, or across the organization filling various job roles as necessary to support the organization and are primarily driven by an individual employee’s career goals.

Career planning provides managers a vehicle for developing employees and fosters engagement between the employee and the organization through planned development strategies designed to develop the employee for leadership development and succession planning opportunities. Career planning supports the notion that people develop fastest when they assume responsibility for their own career progress.10


The complexity of leading into today’s workplace requires different leadership competencies than in past decades. Emerging research shows that future leaders need competencies in:11



	Adaptability

	Self-awareness

	Boundary spanning, dissolving of traditional organizational boundaries

	Collaboration

	Network thinking



Leadership competencies may differ for managers according to an organization’s industry, the size of the organization, or an organization’s unique leadership challenges. Therefore individual employees may wish to develop their own leadership competency model to align with their unique career goals. A good place to start is to identify successful leaders within your organization whom you admire and desire to emulate their leadership style. Conducting an interview with these leaders or merely observing these leaders would reveal what skills or competencies they use when they are performing at their best. An individual must also consider their career goals.

Do you want to grow in your current role? Do you want to assume higher levels of responsibility within an organization? Or do you want to make a career change? Thoughtful analysis of these questions will impact your own leadership competency model. Conducting a self-assessment would be another logical step with the goal of benchmarking your current leadership competencies against your desired leadership competencies determined through research, career conversations with mentors, or leader interviews. Once a leadership competency model is built, an action plan should be developed to allocate time, resources, and strategies to accomplish your desired leadership competency goals.

Career planning, leadership development, and succession planning are all ongoing and dynamic processes which can have both short-term and long-term goals very similar to the strategic planning process. Therefore, organizations and senior leaders can contribute significantly to an organization’s sustainability through purposeful approaches among these four strategies.


Practical Application

A personal interview with Bob Chrismer, chief human capital officer at Performance Trust Capital Partners LLC, a financial services company in Chicago, Illinois, reveals a practical application of strategically aligning people strategies around a company’s culture, values, and mission.




Background

In 1994, Performance Trust was founded by Richard Berg, Philip Nussbaum, and another partner, with six employees. Twenty years later, the company has grown to over 200 employees. Its culture is built on four key values of integrity, excellence, teamwork, and results, and is driven by its mission to “inspire financial decision makers to pursue the Path of Great Performance and help them achieve results that surpass those they would otherwise attain.” Perhaps most unique is when meeting the company’s employees, they model the behaviors of the four values and embody the culture described on the company’s website:


We incorporate our values into our culture to a near-unparalleled extent, particularly in the way we relate to each other and our customers. We thrive in an environment of high expectations and excellence. Our people are driven by these expectations and work hard to ensure that they not only meet those expectations, but exceed them. We understand that teamwork is paramount to achieving our goal of excellence … our most successful accomplishments resulting from the collaboration of unique talents. Teamwork also entails mutual respect and the exchange of ideas, fostering healthy working relationships that often extend beyond the office. Though we come from a wide variety of backgrounds, we are united by a genuine initiative to help community financial institutions with the goal of outperformance.





Challenge

In early 2014, the company’s founders began the process of succession planning, while they were at points in their own lives where they could actively mentor emerging leaders. Berg and Nussbaum understood the complexities of the challenge ahead. They wanted to lessen their span of management control, to focus greater amounts of time on strategy, major decisions, mission fulfillment, client interaction, leadership development, and culture. The enterprise itself would need to evolve into a new organization structure that welcomed new voices and perspectives for decision making and presented “stretch” assignments for next-gen leaders. Then the changes and their purpose had to be communicated to the larger employee population.



Solution

Five guiding principles were agreed upon to ensure that the process would achieve its desired outcomes. Every decision was screened against these principles:


	Increase capability to deliver and sustain our mission

	Reduce span of control; increase focus

	Move leaders into their respective zones of excellence

	Test and mentor future leaders

	Enhance execution capabilities; the right stuff



Berg and Nussbaum formed a new leadership council, comprised of the existing four-member executive team and three emerging leaders, all in their late 30s. Facilitated by the company’s HR officer and an external executive coach and leadership consultant, all members of the council completed leadership assessments, interviews, and de-briefings. The organization structure was adapted in line with the guiding principles and provides the three new council members with increased responsibilities in both scope and scale. The makeup of the leadership council creates an environment that fosters mentorship. While the new voices at the table provide broader input and influence on strategic company matters, more experienced leaders are at the same table to add perspective, shape the discussion, and ensure the continuity of values upon which the company was founded.

These changes were announced by Berg and Nussbaum during an “All Hands” meeting to commemorate the company’s 20th anniversary, followed by a memorandum to all employees:


Last month, we celebrated our 20th anniversary as a firm. This milestone caused us to reflect on the past and envision the future. One thing is abundantly clear. Our growth in the past five years has been remarkable. We have doubled our employee base, launched several new lines of business and acquired scores of new clients. With such growth comes an equal increase in complexity and opportunity. However, we have expanded our leadership team to bring a more diverse set of experiences and skills to our decision-making process to help us stay in front of the new challenges we face. As we considered who to invite to serve on the new Leadership Council, we recognized how broad and deep our talent pool has become. So many individuals have so much to add. We chose three individuals, who as a group, represent the diversity of background and expertise that can best move us forward. From time to time, we will invite new voices to the Council. In the meantime, we ask that each of you continue to act as leaders yourselves, bringing your ideas and unique perspectives to our decision makers. Thanks for all you do to help us achieve our mission every day.



Performance Trust Capital Partners represents a company committed to the leadership development and retention of its emerging leaders and is an excellent example of the concepts discussed in this chapter.12


Chapter 13—“Employee Engagement”—explains how a positive relationship between an organization and its employees is critical to the success of career planning and success management.


Thirteen

Employee Engagement


Research shows that many members of today’s workforce feel overwhelmed and underappreciated—all factors that contribute to high turnover, low customer satisfaction, increased incidents of health and safety problems, and low productivity and profitability.1 In Western countries, the biggest human resources problem according to Dr. William J. Rothwell is engagement—getting workers committed to their work.2 However, engaged employees are necessary because it is difficult for people to change employers due to economic conditions in the United States and in Western Europe. In Asia Pacific countries, the major human resources problem is retention and its counterpart, high turnover.3 Globally, all managers and leaders, not just human resources professionals, are expected to play a role to engage and retain their workforce.

Succession management and career planning are directly impacted by the level of an organization’s employee engagement. Succession management is about an organization’s leaders identifying people to be future leaders at the organization. Career planning is about individuals discovering what they want to do in the future; do they seek a promotion, do they want to stay where they are and develop new skills, or do they want something else to fulfill their career? Succession management and career planning—through an integration of job descriptions, competencies models, employee engagement, and business needs—ensure organizations have employees ready, willing and able to perform not only in their current jobs but also in future roles in an organization. Career planning helps to identify what work employees really want in the workplace and serves as a reality check to align employee roles with an organization’s goals and strategic plans to achieve those goals.

Business performance is positively affected when an organization’s workforce is enthusiastic about their work, understands the organization’s core mission, and realizes job performance positively or negatively impacts business results. In this chapter you will find answers to these questions:



	What is employee engagement?

	How is employee engagement determined?

	What is the connection between employee engagement and leadership development?

	How does career planning support employee engagement?

	How does employee engagement affect business results?




What is Employee Engagement?

Employee engagement is simply the relationship between an employer and employee and the level of enthusiasm an employee has for his or her job and the organization. Development Dimensions International, Inc. (DDI) defines engagement as “the extent to which people enjoy and believe in what they do and feel valued for doing it.”4 Employee engagement might also describe a perceived level of connection an employee has with colleagues, managers, a job role, and the workplace environment.

While there is no agreed-upon definition for employee engagement, new research is evolving these definitions. BlessingWhite’s engagement model focuses on “individuals’ contribution to the [organization’s] success and personal satisfaction in their role. Aligning employees’ values, goals, and aspirations with those of the organization is the best method for achieving the sustainable employee engagement required for an organization to thrive. Full engagement represents an alignment of maximum job satisfaction (‘I like my work and do it well’) with maximum job contribution (‘I help achieve the goals of my organization’).”5



How is Employee Engagement Determined?


Coming to Terms

Two common states are used to describe an employee’s level of commitment at work: engaged and disengaged. Engaged employees are those who truly enjoy their jobs, feel passionate about their work, like and respect their boss, and feel connected to the organization. A sense of connection may indicate employees have a cultural fit with the organization, and these individuals may feel valued by the organization. Disengaged employees are described as self-interested and work with less regard for their manager and the success of the organization.




Employee Engagement Surveys

An employee engagement survey is a tool organizations use to gain insight into the engagement level of their workforce. These surveys are often administered across the organization and within individual departments. Often, human resources contract with a third-party vendor skilled in employee engagement to administer a survey, often distributed electronically to employees. The benefit of this method is the vendor handles all aspects of the survey process from design through production of the final survey report. Employees are more likely to complete the survey and share honest feedback because a third-party vendor adds an enhanced level of confidentiality.

A significant value of these surveys is that an organization has real-time, qualitative, and quantitative data about employee perceptions which may be useful during organizational transition such as a change in leadership, merger or acquisition, or a cultural or organizational change. The qualitative data provides transparency into the thoughts and emotions of employees captured through written employee comments. Data may uncover what types of action an organization should take to address interpersonal issues, a lack of alignment with organizational goals, or to foster better employee relations.

Employee engagement surveys may be administered within an organization. The U.S. federal government administers a survey that seeks to measure the level of engagement among its workforce. The Federal Service Viewpoint Survey (FEVS) “is a tool that measures employees’ perceptions of whether, and to what extent, conditions characterizing successful organizations are present in their agencies. Survey results provide valuable insight into the challenges agency leaders face in ensuring the federal government has an effective civilian workforce and how well they are responding.”6 Questions and rating scales used in the 2014 FEVS are shown in Table 13.1.

Yet, employee engagement surveys have drawbacks. Third-party vendors may be expensive, and the survey questions may be tailored to an organization’s direct needs and desired purpose for survey results. Survey administration is time-consuming and, depending on the organization’s workforce size, data can be voluminous. An inherit challenge with most survey processes is how an organization makes sense of and then utilizes findings and then creates action plans based on the results. Similar to other assessment processes, employee engagement surveys are a tool.

An organization should not develop its workforce strategy based solely on information gained through an employee engagement survey. Rather, organizations should take a holistic view and use multiple-data points to gain an accurate picture of an organization’s employee population and its needs. Employee engagement surveys remain an important tool to demonstrate that employees are valued and to show an organization’s commitment for creating a positive workplace environment.



What is the Connection Between Employee Engagement and Leadership Development?

A negative connotation of engage is to bring into conflict, while a positive connotation is to focus attention on something or someone. Leaders have the power to cause either conflict or discourse with employees or, more positively, have the power to support, inspire, guide, and develop their employees. The purpose of leadership development programs is to prepare future leaders capable of supporting, inspiring, guiding, and developing employees.

Table 13.1 2014 Federal Employee Viewpoint Survey Questions
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As Chapter 12 explored emerging leaders and leadership development, an important question for organizations is, do leadership development programs impact employee engagement? Research indicates that “many organizations view leadership development and employee engagement as separate development initiatives. In reality they are two sides of the same coin.”7 “Running isolated engagement efforts in the absence of leadership development will provide nothing but short-lived results. Conversely, an organization that focuses solely on leadership development may find they develop no more engaged workforce as a result.”8

The common element in both employee engagement and leadership development programs is the leaders themselves. Leaders serve as a bridge or connector between the individual needs of their employees and the business needs of the organization. The inherent leadership challenge remains: just as each organization is unique, each employee within an organization is also unique. Recognizing this becomes the foundation for an effective leadership development and employee engagement initiative. The most effective way to bridge the gap between an organization’s goals, purpose, values, and mission with its employees’ interests, motivations, and values is through communication and understanding followed up with action plans mutually agreeable to all parties.

Career Mobility LLC, a Pennsylvania-based talent management and career development organization, created a program—Lead Up, Lead Down—designed for leaders and their teams to explore aligning organizational objectives with individual employee career goals.9 Lead Up explores the employee side of the equation, while Lead Down examines the leader side of the equation, while shared knowledge, understanding, and communication rest in the middle. Lead Down equips leaders to embody leadership for both organizational alignment and employee engagement and development. Lead Up equips employees to embody this self-leadership to accomplish organizational goals and to proactively manage their careers.

Think about your favorite boss or leader in your career. What thoughts, emotions, stories, or experiences come to mind? This person probably thought highly of you and genuinely believed in you, perhaps more than you believed in yourself and your abilities. This leader likely was supportive of your career goals and wanted you to genuinely succeed. This leader likely provided the space for you to take risks, to try new skills, encouraged you to expand and grow while challenging you to be better than you thought you could be. This leader likely was informative and kept you in the loop on organizational and departmental strategies and happenings. Just described is the essence of a leader and best practice leadership. Each leader’s individual style may differ, but the essences of leadership is the same.

Now think about your favorite direct report or the best employee you have led in your career. What thoughts, emotions, stories, or experiences come to mind? This employee probably had a can-do attitude and exhibited the behavior of going the extra mile. This employee likely anticipated your needs and wanted to not only do his or her job well but also made sure that you looked good and accomplished your goals. This employee likely was a team player who sought to put the needs of the team and the organization before his or her own needs and self-interests. This employee likely had an interest in growing in his or her career and was accountable to seek professional development experiences both inside and outside the organization, perhaps by taking classes to accomplish career goals.

As part of the Lead Up, Lead Down program, managers and employees learn how to talk about careers. Career Mobility LLC founders, who are career coaches and strategists, believe that managers and employees must both move beyond the annual performance review process and have more meaningful career-related conversations during the year. Employees learn to reach beyond traditional career counseling techniques (identifying skills, interests, and values) while moving more toward self-awareness of what motivates an employee and helping an employee to discover his or her true passions and purpose. Managers are coached on the most effective ways to talk to employees about their careers and how those interests link to organizational needs. Perhaps most important in today’s workplace, the program educates managers and employees that career mobility can mean not only advancing upward within an organization but also developing skills in a current role or moving laterally within an organization.10




How Does Career Planning Support Employee Engagement?

Research consistently supports that a lack of career development opportunities is a primary reason employees leave their jobs. For both engaged and disengaged employees, a lack of opportunity to grow and advance within an organization is the number-one reason cited in deciding whether to stay or leave an organization (Table 13.2).11

Workplace research indicates that most employees are seeking interesting and meaningful work, while each employee defines “interesting” or “meaningful” differently.12 The career planning process assists employers with identifying the development needs of their employees and helps employees identify their career goals and aspirations. Engagement implies a passion and enthusiasm for work and the organization; it is an emotional attachment.13 Employees who believe their work is interesting and meaningful naturally have higher levels of workplace engagement and retention.

Retention is the ability of an organization to keep its current workforce. Retaining a solid workforce is critical to a workplace challenged by economic conditions, changing demographics (specifically an aging population), job roles requiring specialized knowledge, globalization, and rapidly changing technology.

Research highlights that development is key to staff retention.14 Retention of talent is vital particularly for employees identified as future leaders or high-potential employees. A high-potential employee is a person who has the capacity to be promoted within an organization to a more senior role. The high-potential (hi-po) is motivated, is driven, and maintains requisite competencies to perform in roles requiring increased responsibility and demonstrated leadership ability. High-potential employees work beyond job descriptions and have the interest and capacity to seek development opportunities that expand their careers within their current role or elsewhere in the organization. High-potential leaders, those employees identified as being the future leaders of an organization, usually share these characteristic:15

Table 13.2 Reasons Engaged and Disengaged Workers Leave an Organization
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	Propensity to lead

	Brings out the best in others

	Authenticity

	Receptivity to feedback

	Learning agility

	Culture fit

	Passion for results

	Adaptability

	Conceptual thinking

	Navigates ambiguity



Career planning is a process that supports employee engagement, employee development, and employee retention. Career planning is a process through which employees take responsibility for developing their abilities and expanding their contribution to an organization. “It’s clear that having career opportunities is a strong contributor to satisfaction for employees, but it’s also a strong indicator of whether or not employees see opportunities to align their skills and ambitions to the organization’s talent needs.”16

Even though career work occupies significant waking hours, most adults do not know how to make effective career decisions. Common responses to the question “Why did you choose your career?” include:


	It seemed like the best choice to make a lot of money.

	It’s what my parents wanted me to be.

	I wanted to have a family, and I thought this career would give me the most flexibility.



Employers can foster increased employee engagement by assisting employees in making informed career choices and enabling employees to be proactive with careers that align with organizational needs.

As career planning can improve employee satisfaction, it’s sensible to make the investment in a career planning process. Further research indicates that satisfaction increases when the relationship between the employee and employer is reciprocal. “In general, it is when we are able to contribute to the success of the organizations we belong to (and have that contribution recognized) that our personal satisfaction increases … organizations that focus on enabling and empowering employees to contribute at a higher level, and do so in a purposeful way, are also driving satisfaction.”17




How Does Employee Engagement Affect Business Results?

Engagement is the primary driver of successful execution of an organization’s business strategy.18 When leaders communicate to employees how their jobs positively impact an organization’s performance, employee engagement or loyalty to the organization increases. Further, when employees apply their best skills and learn new skills to accomplish an organization’s strategy, engagement increases with employee retention. To be competitive in today’s business environment, both leaders and their employees must be engaged and focused on results and performance. High performance requires clear goals, clear roles and responsibilities, accountability, and empowering individuals and leaders to take strategic risks to seize opportunities in the marketplace. Employee engagement supports that high performance.

Both engaged and disengaged employees leave organizations primarily because of a lack of opportunity to develop skills and any ability to gain more responsibility in an organization. Too often organizations lose their best employees, while the disengaged employee population remains because they may be satisfied with a steady paycheck.


Career planning becomes one method to address the challenges of disengaged employees. Disengaged employees may have individual career development plans but still exhibit poor work behaviors. Senior leaders and human resource professionals must agree on a strategy to deal with disengaged employees. Ignoring disengaged employees is not practical and negatively affects engaged employees. Senior leaders and talent management professionals must consider all factors influencing an organization’s workplace environment and employee engagement. While career planning is an effective tool, recruiting strategies, performance management processes, and employee relations systems each influence workforce engagement.

The bottom-line remains: a workforce with the right skills and knowledge and willingness to execute on those strategies is needed to achieve organizational business goals. The best leaders know how to set and manage expectations while focusing on bringing out the best in their employees.

Leaders can learn how to engage individual employees and their teams. Employees can learn how to manage their careers while providing value to the organization. Effective employee engagement entails having active participation and commitment from both leaders and employees to align the needs of the organization with its business goals.


Chapter 14 focuses on skill gaps plus some additional employee and organizational approaches to career planning and succession management.


Fourteen

Skill Gaps and Other Approaches to Employee Responsibility and Organizational Response


As with any career planning and succession managing effort, several key assumptions must be accepted to avoid as many skill gaps as possible within an organization:



	The company and employee have a shared interest promoting oneself and the mission of the organization to the best of their ability.

	Accountability is the responsibility of all parties vested in this endeavor

	All succession and career development efforts should be tied to organization competencies as a means for movement—such as promotion, reclassification, lateral movement—and derived fair compensation practices.



To explain further, a case study is presented along with a model outlining how to effectively approach and mitigate skill gaps in relation to the individual, organizational management, and the organization. This model will provide the reader with the necessary tools and strategies to effectively manage the identified skill gaps present within the organization. Organizations will be able to leverage this information to formulate a comprehensive developmental plan that will lend itself to efficient succession planning and execution.

While career programs build competencies for succession moves in an organization, some developmental gaps may not be addressed without more work. This chapter opens with an examination of an organization’s development-related issues.




Case Study


This organization is a leader in its field, producing cutting-edge equipment for government and private industry and employs a workforce of 2,000. The largest division of the organization employs nearly 1,000, and that is the focus of this case study. The organization is presently facing the need to hire 25 percent more people for the organizational unit over the next year. The attrition rate tends to be about 15 percent per year, typically stemming from retirements and other voluntary losses. The organization needs to hire about 300 people annually to maintain its growth projections. It has recently experienced a dramatic rise in attrition of executive, managerial, and senior staff members for reasons unrelated to retirements. The CEO wants to know how to alleviate this issue and how to best retain and recruit star performers to meet strategic objectives.

Top-line managers see two factors contributing to the rise in attrition. First, the influx of new personnel requires constant acclimation to new personalities and the need for new skill sets. For some time, managers have expressed frustration about having to focus more on establishing effective work groups and “putting out fires” than meeting work deadlines. Employees are showing up late for work, and many are missing deadlines affecting a variety of departments. Next, managers also complain that new hires have little understanding of the organization’s ethical standards and are pushing the envelope of acceptable competitive behaviors with other organizations and internal departments. There has been a noticeable drop in the quality of applicants. Many lack the competencies needed to succeed. Managers complain that they are starting to see a decline in the products that are being designed and distributed.

Human resource (HR) managers in the organization see the turnover as stemming from two causes. First, they claim that not enough qualified candidates exist in the available labor supply to meet the organization’s needs. They simply cannot find individuals who match the competency profile for the available positions. As a result, they are forced to choose those who are “near fits.” HR managers admit that they hire people who lack the required competencies, but they feel that it is preferable to hiring nobody at all. HR managers also place some blame for attrition on managers for failing to hold people accountable for implementing their developmental plans, which are determined at the beginning of every annual evaluation period.

While corporate policy requires annual performance evaluations, reevaluations at sixth-month intervals, and initial planning sessions for new hires, that policy is not being followed consistently. Managers indicate that they are too busy putting out the fires created by the HR managers, who have hired incompetent staff to do the work—especially when the product is lacking in quality and deadlines are not being met in a timely fashion. HR managers claim that they process all new hires through an orientation session lasting for about an hour before the employees go to their assigned work groups. The HR department itself has also suffered attrition among recruiters and staffing professionals which intensifies the pressure on those remaining. HR managers also point out that recruiting and hiring 300 or more people in a year with reduced staff is a daunting challenge.


When surveyed, employees indicate that a number of issues cause them to be concerned about the organization. Many employees feel that they are cast adrift in the organization and are shuffled from one project to another. They also feel that the new people joining their teams are ill prepared or even unqualified. That prompts senior employees to grow frustrated and, on occasion, to give up on projects with minimal support so that they can focus on what they can do best. They let projects evolve on their own. Employees also feel that their skills are growing obsolete due to inadequate time and attention devoted to professional development, rendering them less useful to the organization. Few employees feel challenged, and managers admit they are too busy to evaluate people and work to help them develop their competencies.

While this organization is benefiting financially from large contracts that total millions of dollars, the key issues center on worker satisfaction and competitive sustainability. Reflect on the following questions about this case:


	What are the strengths and weaknesses of this organization as described in the case?

	What are and what should ideally be the roles of individuals, managers, and others in implementing successful career and succession planning programs?

	What responsibilities should be shouldered by individuals, managers, and others to alleviate the problems described in the case?

	Within each job classification (upper-level executives, mid-level managers, employees), what specific actions could be taken to meet the needs of individuals and more precisely address developmental skill gaps that exist in all levels of the system?

	Suggest ways for human resources and the management staff to work more closely to address the developmental skill gap issue.

	What other information would you like to obtain in order to make suggestions for solutions in this case?



Table 14.1 presents a model of value in thinking about ways to close developmental gaps. Review it and think about how it may influence your responses to the previous questions.

Table 14.1 Effective Approaches to Skill-Gap Mitigation in Relation to the Individual, Organizational Management, and the Organization
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The Individual Approach to Skill-Gap Mitigation



Career Planning Through Self-Assessment

As discussed in Chapter 11, the individual self-assessment process is crucial to launching career planning efforts. Individuals who have reached an understanding of their interests, abilities, and career goals can advance through the formative stages of career planning. As career goals become clearer, individuals can make more accurate decisions about what training or other planned learning events can help them achieve their goals. Further, when individuals are clear about their career goals, they can provide a reality check on the organization’s succession plans.

Conducting self-assessments of individual competencies and interests plays a key role in aligning individual career aspirations with organizational talent needs. Self-assessment opens up several possibilities:


	Employees determine that their interests and strengths align with the organization’s mission and strategic objectives, and they commit to build competencies to position them for further advancement in the organization.

	Employees determine that their interests and abilities will not be leveraged by the organization, and they choose to leave to apply their talents elsewhere.

	Employees determine that their interests and abilities are not aligned with organizational needs, but they resolve to sit tight until they are forced to leave or to conform to what the organization needs.






Internal Motivation and Initiation

Most performers want to contribute to their organizations in any way necessary to ensure their employment viability. But the internal motivation of workers is their responsibility and not that of the organization. The company should provide opportunities for development and eventual advancement. However, if employees do not desire to develop themselves, then they will not develop.

If the employer is supportive and is actively engaged in the career development process, employees’ motivation to professionally develop their competencies to better serve the company can be contagious. The learning process can evolve into a reward-based system, providing incentives to achieve and contribute in as many ways as possible to help the company succeed. Rewards may come through verbal praise, public acknowledgment, promotion, or pay raises. Leveraging the internal motivation of employees can be very effective in narrowing skill gaps.

How an organization learns what motivates an employee is the next consideration. This may be a question best answered by information management. In a small company it is reasonable to sit down with employees and discuss individual goals, continuing education plans, motivation, and desired roles. Reality dictates that this process is often not prioritized, is too challenging, or that employees are not ready to fully participate in this conversation because they have not completed a detailed self-assessment. This is where data gathering and information sharing could uncover much intelligence. Chapter 11 provided a variety of ideas for gathering and utilizing employee data. As a summary, organizations will need to attend to what data could be helpful for both individual career planning and organization-wide succession management and then collect and analyze that input. The employer has the best chance to be supportive of an employee’s talents and plans for promotion if they are collecting the right data and then directing it in the most advantageous way for both the employee’s and the organization’s strategic goals.


Personal Accountability

For motivated individuals, personal accountability creates a sense of responsibility to themselves, to their team members, and to their employers. Organizational expectations play a major role in establishing and maintaining accountability. However, individuals must embrace this accountability before managerial expectations can exert influence.

Personal accountability also creates a structure from which an individual can pace his or her professional development. It allows employees and employers to allocate resources and gauge workload balances to maximize workers’ development. Most career development opportunities require some action by the learners. This sense of obligation increases the chances that successful learning will take place.




Structuring Opportunities for Personal Accountability


Performance reviews with meaning: Use the majority of the time in a review discussing the future, addressing areas for development, and setting realistic goals with attainable objectives, and considering resources available for goal attainment.

Rationale: Effort placed on not only asking employees to set goals but also helping them to achieve those goals will provide external motivation that could be internalized.

More consistent brief check-ins: Direct supervisors and leaders should set time aside each week to have short, directed conversations with employees to look at progress toward goals.

Rationale: This attention by leaders will reinforce to the employee that they are interested in progress and will look forward to the next “check-in.”

Include a conversation in the annual performance review about promotion (lateral or vertical) prospects:

Rationale: Not every high performer or high potential is identified upon entry to the organization. And not every promotion needs to be that of a high performer or potential.



Leadership’s honest and constructive review of an individual’s skill needs, accomplishment, and plans for the future will provide the employee with some external reinforcement that can emphasize the need for personal accountability. Impact in this area is predicated on consistent and sincere communication with the employee. The follow-through for both the leader and employee is crucial to building a mutually fulfilling employment relationship.



Goal Achievement and Revision

Recognition of goal achievement and the revision of developmental plans as needed are critical to the continual success of an organization. The successful completion of training assists in reducing development gaps identified in the planning process. Successful completion of a work goal benefits the organization with a more highly trained employee.

Since career planning is not a linear process, individuals must understand how newly acquired competencies can benefit the organization and then market those competencies appropriately. It is also the individuals’ responsibility to revise their development plans if career goals change. Employees must compare themselves to the competency profiles of higher-level positions to determine what they must do to prepare for advancement.



The Organizational Management Approach to Skill Gap Mitigation


Performance Management

The need for organizations to remain agile and flexible has necessitated reengineering of the evaluation and motivation of high performance. Performance management systems have become an integral component in the effective and efficient use of internal talent.1 A simple formula determines whether management was working properly prior to the implementation of performance management processes: Was the organization doing well on the financial bottom line? If so, the organization was functioning well; if not, changes need to be made. With the understanding that the world of work is becoming more intertwined and complex, old approaches are becoming ineffective for maintaining a viable business. Eccles2and Neely3 each note that a distinct need sparked performance measurement innovation.

A Gallup poll of employed adults revealed that managers who make consistent efforts to work on performance improvement and employee engagement get the attention of their staff. “High-performance managers create an engaging work environment that promotes peak performance.”4 A first step in evaluating if management is achieving both performance management and engagement goals is to gauge if employees consider organization actions as promoting or discouraging engagement in performance enhancement.

Some data suggests that current efforts aimed at engagement are not working for employees even though $720 million a year is devoted to engagement activities in the United States.5 Some estimates report that up to 70 percent of employees feel under-engaged or disengaged.6 Managers would serve their employee base well—increasing feelings of engagement—to weave data gathering on employee “work lives,” collaborate to set performance goals, and hold employees accountable for performance.7 With less than 5 percent of employees reporting they are fully engaged,8 this is an area for which a manager might gain immediate rewards with little but sincere effort. Opportunities for increased engagement and improved performance management could include:


	Be clear with performance expectations.

	Be involved in and knowledgeable about employees’ projects with regular check-ins to assess progress.

	Solicit employee career plans.

	Create, implement, and revise individual development plans (IDPs).

	Offer development opportunities that meet strategic goals and individual career pathways.

	Praise as often or more than you provide constructive criticism.

	Match individual talents with position skills to increase productivity.



Performance management can also minimize identifiable skill gaps. An effective performance management system facilitates evaluation of performance as it relates to production, relevant skill sets, and internal growth potential. The identification of deficient competencies within work units can provide opportunities to address issues with training initiatives. This strategy should be used to facilitate the development of an integrated career and succession planning effort.




360-degree feedback modeling


Another strategy that can identify skill gaps is an assessment process known as 360-degree multirater feedback. A recent survey found that approximately 63 percent of U.S. and Canadian organizations have utilized the 360-degree feedback process as a tool for assessing individual capabilities and/or decision making.9 The 360-degree feedback process seeks opinions and feedback from a variety of stakeholders, including the employee’s self-assessment, and develops a performance appraisal for an individual. It is an alternative to performance reviews that rely on only the direct supervisor’s opinion. The process, in simple terms, provides the evaluator with surveys that are submitted anonymously by the person being evaluated, his or her coworkers, supervisors, subordinates, and in some instances, customers who have had direct contact with the employee.10 The survey is composed of questions on many issues including performance, identification of areas of strength and weakness, and suggestions for improvement of deficient skill sets. Brent Green notes that the 360-degree tool is designed to pinpoint highly competent leadership abilities as well as developmental skill gaps.11 This assessment also enhances an individual’s understanding of performance and pathways for development while supplying managers with an identified talent pool to develop.

Using the 360-degree feedback process to gather data can yield rich information that will benefit the employee as well as the organization. To be successful and effective, this process should be individualized to achieve specific outcomes. Eliciting information from a targeted group of people should yield behavior changes within the employee. In order to see changes in employee performance, the process should include some key elements. There are standard prepackaged surveys that can be purchased and used “out of the box” or ones that are fully customizable.

Braken and Rose suggest that a customized survey that is tied to organizational strategic goals, values, and history will make the most impact.12 When determining raters, they should have had ample time to observe the skills or behaviors in question, use survey questions that are well crafted and straightforward to generate reliable data. Additional efficacy considerations include addressing accountability and assuring organization-wide participation in the practice of 360-degree feedback. The process itself can open up occasions to dialogue that may not have happened otherwise.13

Table 14.2 360-Degree Feedback Checklist
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Preparation will be necessary to achieve maximum output. Leaders should communicate, avoid once a year feedback, train all involved, address culture issues first, and be prepared to revise as challenges arise.14 Fluid communications that create an atmosphere or trust and collaboration will set the stage for enhanced engagement and abundant development opportunities. As organizations look to enhance engagement, retain talent, and attract skilled workers, leaders could consider the 360-degree method in its fullest form to gain movement in return on investment metrics.

Employee Development

Employee development contributes to the effective implementation of succession planning efforts, maintains healthy recruitment and retention statistics, provides overall job satisfaction for employees, and increases bottom-line profits. Successful organizations have accepted that employees should be continually developed to meet the dynamic needs of the international business climate. Development can take many forms, such as classroom training, computer-based career guidance systems, career counseling, mentoring, and problem-based learning approaches.




Competency Identification


Competency identification is a foundational process for any career and succession planning program. Competency identification requires that each individual job function be accounted for. Specifically, a competency model should minimally include the targeted group, a list of personal characteristics, and a list of behaviors that—when exhibited—will demonstrate the competency.

Competency assessment helps the organization’s leaders understand what development needs may be required to ensure that employees are meeting the organization’s strategic objectives. One direct result of a quality competency assessment should be a specific, needs-based development plan for an individual to close developmental gaps. Another result of a competency assessment should be an indication of how well qualified individuals are to meet the competency model requirements of higher levels on the organization chart (or more complex levels on the continuum of professional responsibilities). Competency modeling provides a way to identify qualified candidates to meet future staffing needs of the organization.



Orientation to Corporate Values, Ethics, and Mission

The effective communication of values, ethics, and strategic mission is very important during the initial orientation process for new employees and at annual employee meetings. Effective organizational leaders realize that discussing their business processes and culture with new employees is essential. While hiring managers or human resources departments generally espouse corporate practices and expectations, the message is much more effective when it comes from top-level management. New and current employees who hear a message from the CEO concerning corporate mission and expectations can compare their personal professional beliefs with those of the organization. Individuals who feel that their philosophies and actions are congruent with the expectations of the company can continue to develop in ways that further strengthen the synergy between the two. An exit strategy can be developed for those who believe their values are not in alignment with the expectations of the organization.



Executive/Managerial-Level Development

Executive- and managerial-level training ensures that support at the top of the corporate hierarchy is being competently transferred to employees. Just as non-administrative workers have identified skill gap needs, managerial- and executive-level employees have developmental areas on which to focus. Proactive organizations continually focus on administrative team development as a means of delivering quality oversight to corporate objectives. Training often addresses how administrative staffs professionally manage themselves, the performance and effective management skills of their work groups, and leveraging and accounting for knowledge management. Executive- and managerial-level training creates a more talented administrative resource. Additionally, these individuals will feel more satisfied in their positions, and continually seek to maximize their succession potential.

Upper-level executives have specialized needs that often cannot quite fit into a general development program. They will have needs that fall into two buckets: individual and as a leader of others. “Coaching is now commonly bundled with leadership development programs and introduced as a key element in leadership transitions.”15 One blended approach to development at this level is a merging of coaching and mentoring. As the 360-degree feedback programs looks to individualize the plan. an executive’s development should be structured with his or her specific situation in mind. Using the feedback to inform a skill gap list, seek mentor/coach who builds up strengths and fulfills a set of gap skills. This investment in leaders should have a trickle-down effect of their subordinates. They will understand what their employees experience, have specialized support, and be able to make immediate changes that can expand or improve their skills.

Consider the following when starting executive-managerial level development coaching:


	Set objectives—consider 360-degree feedback and other performance indicators.

	Define criteria for each relationship.

	Determine, at least for a first milestone, when coaching will conclude and by what criteria that will be decided.

	Tailor goals using a development plan.

	Build on strengths and look for new opportunities to expand skill set and/or address skill gaps.

	Review current required competencies and evaluate what deficiencies need to be addressed.

	Use resources to offer development opportunities at their current responsibility level or for promotion potential.

	Maintain robust communication.16







Compensation Packages


Another effective tool for recruiting, retaining, and developing a workforce is the compensation package. A lucrative (but competitively gauged) financial compensation model can attract top talent to an organization. Often, the financial package offered is a direct result of talent supply versus demand for individuals possessing essential competencies. A compensation model can also play a dual role to encourage retention and mitigate development gaps.

If the compensation and benefits department of an organization can implement competitive wage structures as they relate to talent supply and demand, they will be successful in mitigating attrition rates. A final benefit of an adequate compensation package is that increased on-the-job knowledge (career development) provides expectations and the realization of increased responsibility (succession planning). This necessitates additional training and subsequent skill set mitigation as employees enter and move internally with the organization.

Chapter 15, “The Future of Career Development and Succession Planning,” begins the fourth part of the book, Addressing the Future of Career Development and Succession Planning.


Part IV

Addressing the Future of Career Development and Succession Planning


Fifteen

The Future of Career Development and Succession Planning



How will organizations leverage their human resources to provide the competitive advantage to succeed? Why should an organization create a system that recognizes individual and organizational growth planning? What is the business reason for integrating individual planning and organizational programs? This book addresses the intangible assets of an organization by proposing a systematic approach to career and succession planning. This chapter boils down the changing environment of careers and leadership roles to six characteristics: mobility, fluency, agility, integrity, values, and opportunity. In this chapter, these six characteristics are described, which are central to individual and organizational growth.

Human resources, finance, marketing, and strategy are becoming more integrated; this integration of roles is creating new opportunities. HR coordinates with finance in using organizational competencies and capabilities to leverage employee staffing. Finance collaborates with marketing to fund new product design, development, and market rollout. Marketing and strategy work with HR to redeploy and upgrade organizational capacities, to produce goods and services in a timely manner. Organizational roles are coming together to create a seamless operational system.

These changes will force career and succession planning programs to align. Organizations that coordinate their people management systems will reap the benefits created when individually centered programs are aligned with organizationally centered systems. A people-centered organization development plan leverages motivation to achieve a visible plan for growth. The future of career and succession planning can be summarized in six characteristics of individual careers and leadership roles: mobility, fluency, agility, integrity, values, and opportunity.



Mobility

Changes in customer expectations, business processes, market locations, staffing styles, and workforce performance have increased the speed of business change. These changes necessitate the mobility of careers and succession plans. Mobility describes a mind-set for fast response, quick transition, and smooth exchange from one duty or business to the next. Career mobility means being ready for change, and open to applying individual skills and competencies whenever and wherever necessary. Succession planning mobility means knowing how markets are changing and where talents can be found in the organization that can propel it into new markets and position it to seize new opportunities.



Fluency

Business roles are converging rapidly. Total organizational awareness has replaced individual operational knowledge. Career and succession plans require systems thinking to align individual roles with the organization. Systems thinking entails seeing the whole organization, while remaining aware of individual contributions. Fluency is the ability to converse about the total organization, its business purpose, markets, and strategy, and the operational roles of finance, marketing, and human resources. Fluency in career planning reflects the ability to discuss and operate within multiple work environments. Fluency in succession planning means that people can move throughout the organization, knowing how each unit fits with others and understanding what each unit is trying to accomplish.



Agility

Maintaining balance in changing times is a requisite for growth. New markets, business strategies, customer requirements, operating systems, reporting formats, and working relationships are continuously changing. The ability to listen, consider, digest, and implement change is described as workplace agility. Agility means ability to recognize new business challenges and environments, new tools and technologies, new systems and formats, and (perhaps most important) new employees and working relationships. Career planning agility is the ability to rapidly integrate into new work settings, learn and use new technology, and work with new staff under multiple management styles. Succession planning agility describes alternative paths for increasing the depth of the talent pool. An agile succession plan offers multiple tracks of leadership to be reviewed and considered to fill any vacancy.



Integrity

Ethics, accountability, and concern for open disclosure are key stakeholder concerns. Employees, managers, senior-level leaders, donors, investors, and regulators want to know that companies are doing the right thing. The Sarbanes-Oxley Act, passed in 2002, placed a new emphasis on disclosure for publicly traded firms about their internal financial controls and their records management. Issues of integrity include concern for balanced operational practices, fair compensation systems, and operational conduct. Integrity describes an emphasis on responsibility and work behavior that uses systems, processes, and people in open, fair, and respectful ways. Career planning integrity reflects honesty, respect for others, and the involvement of management with personal issues that impact work performance and plans. Succession planning integrity reflects a corporate culture that values accountability and transparency in business processes. Succession plans that reflect integrity build higher levels of awareness in individuals for reporting on business processes, company practices, ethical standards, company values, and best practice measures.



Values

Leaders of organizations must make choices and set priorities. What is most important to the organization? The answer to that question depends on what leaders believe is worth doing and worth paying attention to. These decisions hinge on values, understood to mean beliefs about what is good and bad and the continuum between them.

Career planning values are gauged by what level of importance organizational leaders attach to helping people find their way into the future. Succession planning values are gauged by what level of importance organizational leaders attach to helping people identify and build their strengths and develop their potential for greater responsibility (which leads to vertical promotion up the chain of command) or greater technical challenge (which can lead, in a dual-career ladder organization, to a horizontal promotion on the chain of command based on giving people more demanding technical challenges).



Opportunity

The speed of change in business is presenting individuals and organizations with new opportunities daily. Preparation is the key to transforming change into opportunity. Career growth requires individuals to understand job expectations, performance levels, working relationships, and changing business demands. Career planning opportunity is gauged by how well workers can scan their workplaces and see higher-level work through workflow redesign, new deliverables through technology, or new ways to meet customer expectations. Effective career planning is determined by how well individuals recognize opportunities to redesign their own jobs. Succession planning opportunity reflects an organization’s use of internal staffing and learning programs to retain and develop key talent with a company brand. Succession planning, leadership development, and learning programs are managed in high-performing companies. Effective succession planning programs allow organizations to develop their company leadership brand and strengthen the company’s cultural awareness. Leadership branding through succession planning creates the opportunity to ensure future leadership through structured job promotion, rotating job assignments, and cross-functional positions.




Summary

To summarize, how individuals and organizations view work and jobs is changing. It is imperative for individuals and organizations to recognize the speed of change in the workplace and move to address this change to improve performance and results. High-performing organizations must coordinate career and succession processes to achieve market leadership.


Sixteen

Frequently Asked Questions and Their Answers


Why and how can we integrate and coordinate career planning and succession programs? These are vital questions and answers for people proposing new approaches to workforce planning. This chapter provides answers to strategic questions that should be part of the planning process for rolling out a program to coordinate career planning and succession programs.

When career planning questions are asked objectively, the answers can lead to immediate performance improvement. Similarly, succession planning approaches ensure properly trained and prepared leaders throughout the workforce. Having a leadership map in place involves knowing which employees possess the competencies to ensure that a department, unit, or organization will survive. A succession plan can also work as a development program to train managers or identify competencies that must be imported to the organization through external recruiting. This chapter examines career and succession planning in a frequently asked questions (FAQ) format to provide a quick reference for creating synergy with career and succession plans.



Question 1: Why Should Career and Succession Planning Be Aligned?


Answer 1: It Is Key to Meeting Business Needs

Linking career and succession planning is about business. Making sure people know why they are doing what they are doing, and the organization knows how to continue doing what it does, is crucial. Careers are made by leveraging what an individual has learned in one job to the requirements and demands of next jobs. Most workers will have 7 to 10 careers in their working lifetimes. Linking competencies from one job to the next can increase workers’ satisfaction levels and earning capacity.

Succession plans ensure future capability. While meeting business expectations on a quarterly or annual basis may achieve performance goals, the long-term survival of a business requires that competent leadership be in the right place at the right times and doing the right things. After the unexpected death of the CEO of McDonald’s Corporation, the company’s succession plan put a CEO in place within 12 hours. Wall Street greeted this prompt response with a positive reaction.



Answer 2: Career Planning and Succession Planning Rely on Complementary Methodologies

Career plans and succession plans build on each other. Development of employee career plans complements developing a succession plan. A methodology that incorporates long-term planning with shorter term and past assessment is used at both individual and organizational levels. For individuals, the process begins with assessing how a job is building skills and experience that can be used later in their careers, and then focuses on how performance has been evaluated against present goals. This methodology parallels assessing how present capabilities have supported immediate goals, how those capabilities can be developed to improve performance, and how this can meet the organization’s future leadership needs.

Succession plans link leaders’ views of the future with efforts to build internal talent to match that view. Career plans empower individuals to do their own visioning about themselves, giving them a “what’s in it for them” to participate in developmental efforts. Bringing the two together increases the chance of success for both.



Answer 3: Career Planning and Succession Planning Require Systems Thinking

Career and succession plans are systems plans. HR adds value by linking individual parts of the organization to a central, core position. From this position, career planning and succession planning require people to consider how their positions fit within a greater scheme. This greater scheme can be a long-term career plan or an organizational succession plan. In either case, the process requires examination of how the work environment can be improved.



Answer 4: Career Planning and Succession Planning Encourage Involvement

New employees, longer-term employees, managers, senior leaders, and downsized employees are interested in career planning. To managers and senior leaders, a succession plan reflects concern for the organization after they have left, creating their long-term legacy.



Answer 5: Integrating Career and Succession Planning Helps to Do More with Less and Strengthens Products

Aligning career and succession plans creates potential synergy. Historically, career and succession plans were developed in separate parts of the organization with separate objectives. Aligning them means that individual and organizational plans are reviewed by a single source to identify common goals.



Answer 6: Integrating Career Planning and Succession Planning Enables the Organization to Grow

Organizations can either enable or disable their own growth. By aligning career and succession plans, an organization ensures its growth by recognizing its employees’ development. Not all employees will have a place in the organization’s succession plan, but aligning career and succession plans can provide talent pools to use in meeting future organizational needs.



Answer 7: Both Career and Succession Planning Programs Rely on Learning Programs to Close Developmental Gaps

Career and succession plans require people to learn about themselves, their organizations, and the future directions of both. Creating these plans begins with consideration of future goals and strategies, and how present performance and capabilities match long-term objectives. The learning that occurs when employees consider long-term goals impacts operational and strategic behaviors. Integrating individual and organizational planning results in a new, higher-value mind-set.



Answer 8: Integrating Career and Succession Planning Facilitates Creative Thinking

When people consider their own careers in an organization’s succession plan, they are forced to think “outside the box.” Such alignment requires that employees see their development and the organization’s growth as codependent.



Answer 9: Integrating Career and Succession Planning Programs Facilitates Enhanced Accountability

Career plans and succession plans are aimed at increasing accountability to employees and management. By aligning these programs, employee recruitment, retention, and development can be improved by ensuring that employees understand job succession, and managers understand the capabilities of employees.




Answer 10: Integrating Career and Succession Planning is Worth Doing Because More Organizations Are Doing It (First Beats Best)

New systems for organizing people, relaying information, and moving products and services require new ways of managing people. The alignment of career and succession plans can offer a better way to manage people through collecting and analyzing competencies and goals. The ideal organization constantly measures itself against goals, assesses performance against resources, corrects itself, and improves. By aligning career and succession plans, an organization can assess competence and capabilities at all levels to meet present and future business challenges.




Question 2: How Can Career and Succession Planning Be Integrated?


Answer 1: To Integrate the Programs, Engage Employees at All Levels

Organizations should communicate widely and develop shared responsibility and ownership for new programs. The approach a company takes to designing, developing, implementing, and evaluating a program reflects its culture. One company may assess each new hire for succession competencies, while another may wait until the first performance evaluation before assessing and developing. Some companies may require employees to program their self-assessment and development, while others may require managers to direct employee growth.

Benefits of involving employees at all levels include:


	Cross-checking of results

	Shared responsibility for results

	Feelings of ownership at every level

	Employee ownership and acceptance of process results

	The view that employee development is positive and succession planning is fair





Answer 2: To Integrate Career and Succession Programs, Focus on Critical Competencies

Critical competencies are those characteristics of people that are essential to exemplary performance at leadership levels. Successful career and succession plans highlight key leadership areas and quality ratings associated with competency standards, allowing employees to differentiate between the best and the rest. This is one of the most critical steps in the succession planning process and is supported by learning and development programs.



Answer 3: To Integrate Career and Succession Programs, Recruit and Screen Toward Success

Competency models provide a clear, precise, and relatively objective language to use in discussing talent. Competency models are put in place to foster career and succession performance. Recruiting and screening with competencies facilitates high-level selection and employee screening to identify and foster leadership potential. Succession planning reviews need not be limited to annual talent meetings; rather, they can also be incorporated into annual performance reviews to promote “next-level thinking.” Engaging employees by involving them in self-development in line with a leadership competency model can be very effective. Shared responsibility, employee feedback, and manager-employee partnering can ingrain the career and succession planning process into an organization’s culture.



Answer 4: To Integrate Career and Succession Programs, Devise Comparable Ways to Measure Success

For career and succession plans to take root together, they must be measured in employee growth and organizational leadership. Leading companies ensure program success at all levels by holding each unit (via department manager or HR officer) accountable for the effectiveness of its career and succession plans. Methods used by some organizations include these:


	Linking development to pay at the individual level

	Linking achievement of unit development targets to management pay or promotions

	Integrating development reviews into the performance review process

	Creating a performance matrix





Answer 5: Offer Learning Programs to Build Skills for Career and Succession Planning

Top companies ensure that employees know of their career planning options. Key methods for accomplishing this goal include:


	Implementing a thorough career development process that encourages empowerment and engagement

	Educating workers about their career development roles to facilitate advancement

	Empowering employees to take responsibility for their own career advancement

	Utilizing employee satisfaction measurements to develop improvement plans






Question 3: What Organizations are Successful at Integrating Career and Succession Programs?


Answer

Organizations that integrate career and succession planning use programs aimed at improving employee development, increasing the speed of leadership development, reducing workplace learning costs, and defining career paths. Companies such as Microsoft, Lockheed-Martin, Merck, Apple Computer, Xerox, Hewlett-Packard, General Electric, and Motorola use career and succession planning throughout all levels of their organizations.




Question 4: What are Some Examples of Common Career and Succession Practices?


Answer

Companies that have successfully integrated career and succession planning have stand-alone programs and a “growth culture.” Examples of effective practices include:


	Incorporating career path planning into performance development initiatives to develop employees

	Aligning measurement areas to company strategy

	Communicating how and why metrics are used for employee and organization development

	Providing employees with customer feedback

	Using competencies and behavior observation

	Establishing professional goals

	Reinforcing strategic direction

	Involving employee input in the process






Question 5: What are the Advantages of Career and Succession Planning?


Answer


	A continuous supply of well-trained, broadly experienced, well-motivated people who are ready and able to step into key positions as needed

	A workforce with measured workplace-tested skills integrated into the organization with individually established positive goals

	Organization-wide distribution of capable people through various departments, with the goal of educating them in the culture and processes of the company

	Alignment of the organization’s future needs with the availability of appropriate internal resources

	A documented workforce plan that can sell the company to prospective employees and customers, creating a positive “employment brand”

	A workforce constantly reviewing, questioning, and refining procedures and processes, improving the quality of the company (both internally and externally)

	A tool to establish the workplace as an employer of choice







Question 6: What are the Challenges and Disadvantages of Integrating Career and Succession Planning?




Answer


	Up-front investment in developing a formal written plan for each key person or position

	Perceptions of a fixed and structured growth plan not directed by employee or business needs

	Employee disappointment in the time suggested by the programs for advancement and promotion, potentially leading to early departure of high performers because of program complexity

	Lack of content in program approach, and subsequent lack of understanding by employees and managers

	Weak selection decisions and involvement of unqualified people, initially; high-quality program participants and immediate success are critical to the effectiveness of the process






Question 7: Is Integrating Career and Succession Planning Worth the Effort?


Answer

Given the speed of change in the world, successful career and succession plans must be fluid. A responsive and flexible program requires the direction of well-trained, competent people. Many tensions and challenges must be faced:


	The need to be flexible

	The need to take on people who can and will make their own career decisions

	The need to increase the diversity of the talent pool (especially to ensure that the talents of minorities and other historically underrepresented groups are properly developed)




While management training and development is one way to develop future leaders, it provides no map to ensure breadth of experience. Aligning career and succession plans provides a coordinated process for companies to deliver organization-specific, proactive career development for their most talented individuals. The highest-performing organizations recognize career and succession planning as a vital part of their HR strategy.




Question 8: How Can an Integrated Career and Succession Planning Program Be Rolled Out Effectively?




Answer

The board of directors, CEO, and senior leaders play a critical role in lending support and priority to career and succession programs, insisting on high-quality, objective debate and follow-through. Unit leaders, line managers, and supervisors are the direct implementers of these programs. The first step is clarifying it to senior and midlevel managers that career and succession planning is good for business. Success depends on program content, strong design, and complete senior leadership support.

The HR function has an equally critical role in the success of these programs. HR provides expertise in these areas:


	Workforce plans

	Program design and facilitation

	Reviewing and discussing plans

	Training managers on career counseling and job succession

	Information on how programs are linked to business strategy



HR reinforces manager knowledge of how integrated programs meet business challenges, improve performance, and provide growth at all levels.




Summary

Changing how work is done requires workforce planners to know where employee competencies reside, and the ability to transition people quickly from one job to the next. To do this employees and managers must work together. Business goals and targets change when new opportunities are presented. Careers are the same way; people work where the jobs are. When business goals, careers, and succession plans are addressed in the same system, all are strengthened. No one can plan for every event, but knowledge of an organization’s present capabilities combined with a workforce that understands how present work fits within long-term plans can create a high-performance workplace.


Appendixes


Appendix One

Pitching Transformation: How to Build a Business Case for HR and Talent Management Solutions


This field guide is appropriate for anyone responsible for securing funding for human capital management initiatives and especially for those who must make the case to key stakeholders in the chief suite.


The Situation

HR projects are notoriously difficult to get funded and are often among the first cuts when capital and operating budgets are tight. This widespread vulnerability is primarily due to HR’s struggle to create a credible business case and position it as having a direct and quantifiable impact on the organization as a whole.

HR leaders, unfamiliar with the overarching business drivers and competitive challenges faced by other parts of the organization, repeatedly meet resistance as their financial and operational counterparts fail to understand the relevance of proposed human capital management initiatives.



The Solution

Instead of presenting outcomes and metrics that are relevant only to the Human Resources function, HR leaders must frame their requests in a different light, as well as rethink their entire approach to acquiring funding. HR leaders should partner with the business to assess what activities will add value to the organization long before budgeting season kicks into gear. The following is a 4-phase approach to developing and making the pitch.


Phase 1: Define the Business Problem through a Business Assessment

The business assessment is the first step in creating a successful business case. Three areas to address during this assessment are: 1) identifying the business goals and strategy, 2) identifying and assessing any business problems and challenges, and 3) assessing the state of HR. While determining the business goals and strategy is an important piece of the business case, it is often overlooked in deciding on the criteria and performance indicators that will be used to measure success. Attention should also be devoted to each of the different business areas, because not every department has the same performance drivers.

It’s impossible to convince business stakeholders to fund a business case if it doesn’t reflect a genuine understanding for “the business.” This phase is all about speaking the language that resonates with each person who can influence HR success. In this phase, HR is encouraged to:


	Identify key influencers, usually members of a governing body.

	Conduct meaningful discovery with each of them, finding out what their key performance indicators (KPIs) are, and in turn, what HR and talent-related business challenges they have.

	Walk away from that discovery with hard facts and opinions that can be used to formulate a business problem or set of business problems.



Generally speaking, business problems to which there is an HR or talent solution or any other solution fall into one of these categories:


	Growth

	Efficiencies & cost savings

	Risk avoidance



These business problems may be short-term or long-term in nature. And all can be tied to KPIs that matter to the stakeholders who will ultimately sign off on the business case.

Common growth, savings, and risk avoidance needs for key stakeholders who will make or significantly influence an investment decision tied to a transformational HR or talent investment are summarized in Table A1.1.

The general state of HR is also an area that should be reviewed during this initial stage of the business case process. Identify areas where HR can help address business issues and how that can be accomplished, whether through new technologies, new processes, or new staff competencies. Determine how to improve HR’s standing as a strategic partner and who can help further that agenda. The more HR is viewed as a strategic partner aligned with the business objectives the easier it is to get the necessary attention and funding for HR-related business cases.



Common mistakes to avoid during Phase 1 are:


	Failing to include ALL key stakeholders, including key business leaders and managers, finance, IT and HR generalists who may act as proxies for these other parties.

	Underestimating or overestimating the value of a particular stakeholder’s influence on the purse strings.



Table A1.1 Common Growth, Savings, and Risk Avoidance Issues Used to Build Value Propositions Presented with Associated Stakeholders
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Tip: If you are charged with writing a business case for HR, there is a good chance you or the HR generalists you partner with have insights into business leaders’ goals, including those tied to incentive compensation. Those goals, which should be housed in your performance management system, should be used to derive the KPIs for business case. In addition to driving a shared sense of ownership between HR and “the business” and executive sponsorship, these goals should also provide insights into the types of roles and talent needed to execute on operational plans and any related challenges. If you come up empty, then the first initiative highlighted in your business case should be an overhaul to your performance management practices.

In addition, scouring company reports and business plans to which you have access should also provide you with insights into the metrics that matter.

Phase 2: Propose a Strategic Solution

The next phase in the business case process is coming up with the strategic solution to the issue(s) identified during the business assessment phase. When this mapping is complete, it is important to include the key stakeholders to receive their support for the goals and performance indicators. In this phase, data gathered during Phase 1 should be aggregated and summarized to tell a relevant story with which stakeholders can identify. Those doing the pitch should recommend a single solution broken down into digestible parts. Then those parts of the solution should be mapped to critical success factors and key performance indicators. This will enable the business case to illustrate the cause and effect of each portion of the solution, and also provide a means of gauging the project’s success.


Common mistakes to avoid during Phase 2 are:


	Focusing on HR cost containment. Business leaders want to know how your plan affects the larger organization. HR costs are minor compared to big-picture items such as revenue and labor costs.

	Another common mistake in business planning is to focus too much on the technology and not enough on the people or the processes in place to support it. Make sure that when developing the strategic solution, technology is not seen as a “magic bullet.” People and process make up 80% of business transformation. The right technology just supports it.




Tip: Avoid speaking in HR terms whenever possible. This is not to say HR and talent-speak should be ignored completely. Indeed some HR and talent-related terms and KPIs should be part of management’s vernacular. However, when writing a business case, there is success in tying them to key operational and financial metrics illustrated in Table A1.2.

Table A1.2 When Preparing a Business Case




	Don’t Stop with This …
	When a Little Analysis Can Get You Here …





	We do not have enough visibility into our talent pipeline, but we all know we do not have sufficient bench strength in our district manager ranks. And our employee survey indicated a lack of engagement and career opportunities with this population.
	Based on our plans to increase market share by opening new locations, we will need to fill 200 district manager positions to successfully run these operations. Based on the limited information we have from our current systems, we estimate being able to fill only 25 of these internally, assuming these high-potential candidates don’t leave before then.



	Investments in better on-boarding for our front-line employees combined with six-sigma training programs for mid-level managers will make us more efficient and productive.
	Our conservative estimates show if we reduce our average time-to peak-productivity from six months to four months and increase production standards by just 2%, we will save the company $200 million in labor costs and wasted materials.





Phase 3: Creating the Cost/Benefit Analysis

This is arguably the most important part of the business case process, and also the area where most HR professionals put the least amount of work. It is the phase in which a forecast of numbers, as well as tangible and intangible benefits, is made. The cost/benefit analysis should be spaced out over a foreseeable timeframe, typically between three and five years. A well-written business case will include quantitative key performance indicators (KPIs), as well as intangible benefits that are more difficult to quantify. It is also important to calculate the total costs for the foreseeable timeframe, including capital and operating expenses. As a rule of thumb, involve finance and IT as they create the cost/benefit analysis to increase the accuracy of the analysis, lend it additional credibility, and secure earlier buy-in.

A common mistake made during the cost/benefit analysis is too much time and effort devoted to driving the costs out of HR and ignoring cost implications and benefits for changing the overall business.


Common mistakes to avoid during Phase 3 are:


	Failing to account for all costs in scope. This includes all capital (i.e., one-time, depreciable) expenses and operating (i.e., ongoing) costs.

	Neglecting to include contingency line items. It is important to include a risk assessment that contemplates potential problems or additional expenses that could be incurred. Business partners will respect the transparency and have more confidence that the cost/benefit analysis is grounded in reality.

	Not including an “Alternatives Analysis.” When justifying an argument, showing that other options have been considered helps convey that the argument has been developed with an open mind. For example:
-We decided to invest in development of high-potentials first and then recruitment given that our business plan does not call for aggressive growth for another three years.

-We decided to invest in a commercially available SaaS (Software as a Service) application rather than build one internally for two reasons. First, the functional and reporting capabilities and best practices are available on the market. Second, workforce information application development, maintenance, and hosting are not core competencies of our IT team, which does not have the capacity.







Phase 4: Developing the Action Plan

The last part of writing a comprehensive business case is to detail the action plan for implementing the change. This step is just as important as communicating costs and benefits. The action plan should sequence strategic actions based on their value and urgency over a multi-year timeline. It is also important that all actions are accounted for in the plan. This includes: resources, competencies, level of effort, dependencies, the level of effort required from the vendor, and risk mitigation plans in case things go wrong. Showing this level of detail helps give executive sponsors and other key stakeholders comfort knowing that the risks of the investment have all been considered and the reasons for the business plan are well thought out.

For any component projects in the plan, the following should be described:


	Goals and objectives

	Major milestones

	Project success measures

	Roles & responsibilities

	Project budget

	Project constraints & dependencies

	Project assumptions




Tip: Tie the goals stated for projects in the Action Plan to individuals’ incentive compensation. It will ensure buy-in for the purposes of change management and project execution.


Another tip: Preview your business case with other functional leaders and solicit their feedback to help ensure that all critical steps are included before presenting it for approval.


Common mistakes to avoid during Phase 4:


	Failing to create ownership on the business side. For example, if a performance management solution is being deployed, and that solution calls for a process transformation whereby managers play a more active role in goal management and employee coaching, then senior leaders need to hold those managers [and themselves] accountable. This may necessitate investments in change management (e.g., management development programs) to be included in the Action Plan.

	Failing to truly understand current competencies within the organization and partner vendors. Roles and responsibilities for internal staff should be written in the form of job descriptions, some of which will need to be written for newly created positions to deploy the solution or support the function on an ongoing basis. Written job descriptions will help program sponsors and project managers determine what skills can be transferred and which should be developed internally, hired, and/or contracted.






How You’ll Know You’ve Been Successful

By following these steps and providing a clear and thorough case for investment, HR leaders typically report the following measures of success:


	They have gotten a “seat at the table” by showing the organization a sufficient sense of urgency and/or value.

	They have developed a shared sense of ownership in addressing organizational (not HR) challenges.

	Their initiatives are consistently and sufficiently funded.




Source: “Pitching Transformation: How to Build a Business Case for HR and Talent Management Solutions,” Appirio, Inc., 2014, http://appirio.com/category/resource/build-business-case-hr-talent-management-solutions/. Used with permission by Appirio Inc.


Appendix Two

Lexicon of Workforce-Related Terms


This resource, used with permission from Staffing Industry Analysts, is not intended as a complete set of legal or operating definitions. If specific workforce guidance is needed, please seek reputable legal counsel. Some terms are used differently among sectors or have definitions that may be subject to debate. In these cases, multiple definitions are provided for clarification.


	Alternative Staffing—A very imprecise term that describes the range of nontraditional work arrangements available to organizations other than regular, direct and full-time employment. Alternative staffing arrangements include temporary help, leased worker arrangements, home-based work and contract employment. Alternative staffing arrangements may be made through a third-party contractor or directly negotiated between an employer and an employee. (See also: Atypical Employment.)

	Assignment—A task or duty being performed by a contingent worker (i.e., a requisition for a temp, or each on-boarded person associated with a consulting engagement). Assignment may also refer to the period of time that a temporary employee is working at an organization’s facility; however, change orders such as extensions, do not count as separate assignments. (See also: Place.)

	Blended Workforce —The planned use of direct-hire personnel and contingent workers to meet the strategic and tactical workforce needs of an organization. The contingent worker element of today’s organizations continues to grow as an important percentage of the “blended workforce” across multiple industries and skill sets, and it can range from non-exempt customer services roles to executive exempt positions in the leadership C-Suite. A “blended” total talent acquisition supply chain solution has the capability to deliver talent in whatever modality/legal form required (direct or contingent) in an integrated solution engagement. (See: Total Talent Management.)

	Bureau of Labor Statistics (BLS)—The U.S. Bureau of Labor Statistics is the principal fact-finding agency for the federal government in the field of labor economics and statistics. The BLS is an independent national statistical agency that collects, processes, analyzes and disseminates essential statistical data to the American public, the U.S. Congress, other federal agencies, state and local governments, business and labor organizations. The BLS also serves as a statistical resource to the Department of Labor. Search www.bls.gov

	CCWP (Certified Contingent Workforce Professional)—The Staffing Industry Analysts designation given to the contingent workforce program management professional who has completed an approved certification preparation class and successfully completed a rigorous exam that demonstrations evidence of contingent workforce management knowledge and skills.

	Compressed Workweek—A standard workweek of 35 to 40 hours that has been compressed into three or four days of 9 to 12 hours; sometimes referred to as “four-tens,” meaning four 10-hour workdays.

	Contingent Worker—Used to describe work arrangements that differ from regular/permanent, direct wage and salary employment. Contingent work and workers are primarily distinguished by having an explicitly defined or limited tenure. Contingent workers include temporary employees provided by an outside staffing agency and independent contractors/consultants. Contingent workers may also include temporary workers from an internal pool, and others (such as summer interns, seasonal workers, freelancers, “crowd-sourced” workers, etc.) employed directly by an organization for an intentionally limited time period.



From an employer point of view, contingent work also includes statement of work (SOW) consultants who work for the company on a short term basis. While the consultants themselves may or may not have an expectation of ongoing employment with their consulting firm, their work for the client is considered contingent.

Self-employed individuals should only be defined as contingent workers if they provide themselves as contract labor or SOW workers to other organizations. Otherwise, they should not be included in the contingent workforce, because they may have stable occupations or careers that are clearly not conditional or limited in tenure. Workers in Professional Employer Organization (see definition) arrangements are not contingent workers, because the relationship is, by definition, ongoing. Similarly, outsourced service workers would not be included in contingent work as this work is expected to have an ongoing rather than explicitly defined, short-term tenure.

The “contingent worker” label applies to all workers of any skill type or experience level who meet this definition, including those in professional, blue-collar, or office/clerical roles.


	Contingent Workforce Program—The way an organization organizes its need for and use of (normally large numbers of) contingent workers (See: Contingent Worker). This may be limited to staffing, but usually includes other elements to optimize cost, quality, efficiency and level of risk. A program usually, but not necessarily, includes services from third parties. A Contingent Workforce Program is based on—or integrated into—one or more Sourcing Models. (See: Sourcing Models, Hybrid Program.)

	Contractor—An individual hired to deliver a specified service as laid out in a contract. In some organizations this term is used interchangeably with “temporary employee” to refer to individuals employed by a temporary staffing firm, typically at a professional level. (See also: Independent Contractor.)

	Crowdsourcing—An online platform (Human Cloud) model that enables work assignments to get parsed out and performed (often as disaggregated “microtasks”) by a far-flung “crowd” of independent workers who perform (paid or otherwise compensated/incented) work at will. Crowdsourcing first arose in 2005 (Amazon’s Mechanical Turk) and, typically, the client of a “crowdsourcing” platform is purchasing “an outcome” (as a service output, not a labor relationship). In 2012, there were over 60 different businesses in this segment. (See also: Human Cloud, Online Staffing, Online Services.)

	Direct Hire—A term commonly used to refer to services provided by a staffing agency related to helping an organization obtain an employee to work on their payroll as opposed to temporary staffing relationship where the employee is typically working on the staffing firm’s payroll. (See also: Permanent Placement, Placement.)

	Direct Sourcing—A term commonly used to refer to the process by which a company leverages its own internal candidate pool (i.e.: former employees, retirees, applicants from own ATS) to place within the company as temporary employees. These temporary employees are most often placed on the payroll of a third party payroll provider.

	Employee—An individual who works directly for an organization in a job with no specific end date. Employees are mostly full-time engagements but can be part-time as well. The term “employee” is generally accepted as one who receives a W-2 (See also: Non-Employee, Contingent Worker, W-2 Employee.)

	Engagement Manager—An engagement manager is an organization’s employee who is responsible for engaging a contingent worker for a specific service or required skill, and responsible for the presence and administration of that contingent worker’s engagement in the buyer organization. (See: Hiring Manager.)

	Exempt/Non-Exempt—Under the Fair Labor Standards Act (FLSA— see definition), all employees are either “exempt” or “non-exempt.” Non-exempt employees are entitled to overtime pay. Exempt employees are not. Most employees covered by the FLSA are non-exempt. Some are not. Some jobs are classified as exempt by definition. For example, “outside sales” employees are exempt (“inside sales” employees are non-exempt). For most employees, however, whether they are exempt or non-exempt depends on (a) how much they are paid, (b) how they are paid, (c) what kind of work they do.

	Expat—An expatriate (often shortened to ‘expat’) is a person temporarily or permanently residing in a country and culture other than that of the person’s upbringing. The word comes from the Latin terms ex (“out of”) and patria (“country, fatherland”). In some countries, such as in the Middle East, a high proportion of the workforce is expat.

	Flexible Staffing—A generic term used to convey the use of various nontraditional work approaches, such as contingent employment arrangements, planned staffing strategies or flexible work arrangements.

	Flextime or Flexi-time—Work schedules that permit flexible starting and quitting times, usually within limits set by management.

	Freelancer—A term that originated in the last century to describe (especially) journalists not tied to particular publishers, but independently made their living by contributing to multiple publications. By the late 1990s, this term spread to be applied to independent contractors working in the graphics arts and other related fields. At this time, the term can be used to refer to almost any independent professional worker who performs jobs transiently and is unaffiliated with a particular employer organization, though sometimes they may be affiliated with one or more agency organizations. Freelancers are typically classified as independent contractors.

	Full-Time Equivalent (FTE)—A measure of workforce size in which the total hours worked are divided by the contractual hours in a full-time job (2,080 hours in the United States) regardless of the number of individuals employed in a certain entity (company, region, sector etc.).

	H-1B Visa—A visa classification that allows a foreign worker to enter the U.S. temporarily for the purpose of performing services in a “specialty occupation” for a U.S. employer. The H-1B visa classification requires that (1) a foreign national be coming to the U.S. to work temporarily in a “specialty occupation,” (2) the foreign national has the equivalent of at least a U.S. bachelor’s degree in a field related to that occupation, (3) the sponsoring organization pays the foreign national the prevailing wage, provide proper notice to its workforce, and not be involved in a strike or lockout.

	Hiring Manager—The manager/employee within an organization who requests a new permanent job position be filled or to fill an open permanent job. In most cases the hiring manager is also the manager that the new permanent employee will report to once the hire is completed. Hiring managers may also be individuals who engage contingent workers (referred to then as Engagement Managers) during those transactions because they are not executing a hire. (See also: Engagement Manager.)

	Human Capital—Human capital is the stock of competencies, knowledge, social and personality attributes, including creativity, embodied in the ability to perform labor so as to produce economic value. It is an aggregate economic view of the human being acting within economies which is an attempt to capture the social, biological, cultural and psychological complexity as they interact in explicit and/or economic transactions. The term was made popular by economists working in the late 1950s/early 1960s.

	Human Capital Management—Interconnected human resource processes designed to source, attract, select, train, develop, retain, promote, and move employees through an organization with the aim of improving revenue, customer satisfaction, quality, productivity, cost, cycle time, and market capitalization. The major aspects of talent management normally include recruiting, performance management, leadership development and workforce planning/identifying talent gaps. (See also: Talent Management.)

	Human Cloud—An emerging set of work intermediation models that enable work arrangements of various kinds to be established and completed (including payment of workers) entirely through a digital/online platform. In many cases (though not always), the platform also supports “the enactment and management” of the work (to a lesser or greater degree).

	Independent Contractor (IC)—A self-employed individual performing services for a company under contract rather than as an employee, either on- or off-site. (Also referred to as freelancers, consultants, and, in the United States, “1099s”—the IRS form that companies use to report the money paid to independent contractors.) Unlike employees, independent contractors are free to perform their work as they see fit. The IRS uses a simple three-factor test: behavioral control (whether the client directs or controls the manner in which work is performed), financial control (of the timing and method of payment), and relationship of the parties (is the worker free to pursue other clients or in a binding relationship with the company). (See also: IRS Three Factor Test.)

	In-House Temporary—A temporary employee hired directly by a company, rather than through a staffing firm, to perform various “temporary” assignments at that company as part of an “in-house pool.” (Note that these positions may provide permanent, full-time work to specific individuals.)

	In-House Work—Describes a situation in which a technical services firm conducts projects for customers at the technical services firm’s own facility.

	Insourcing—Sometimes used to define outsourcing from the reference point of the new vendor service provider which dispatches employees to a customer location to handle a customer’s outsourced function. The term has also been used by some technical services companies to refer to the provision of computer staff and its immediate supervision at a customer site, where responsibility for the data processing facilities, hardware, and overall systems remains with the client. This is essentially the same concept as “facilities staffing.” In some cases, the staffing supplier “insources” its computer operators to sites that have been “outsourced” to other vendors.

	Interim Executive—A high-level professional or executive temporary with managerial responsibilities, often hired to complete specific projects. Also referred to as “Interim Manager.”

	IRS Three Factor Test—A simplified test of independent contractor status (replaces the previous IRS Twenty Factor test). The test considers three factors:




	Behavior control requires independent contractors to be free from client control of how they complete their work.

	Financial control focuses on the business aspects of the relationship, such as whether the workers have a significant investment in their business, an opportunity for profit or loss and how they are paid.

	Relationship of the parties focuses on how the parties perceive their relationship and considers such factors as the presence or absence of a contract, access to benefits and ability to terminate the relationship.



According to the IRS, the Three Factor Test is only an analytical tool. The legal test of whether an individual is an employee or an independent contractor is whether there is “a right to direct and control the means and details of the work” which the Three Factor Test attempts to make more explicit. (See also: Independent Contractor.)


	Job Boards—Internet-based aggregations of either local, national or international job offerings. In most instances, employers pay up-front to advertise these job offerings, which differs from the cost model of Employment Agencies that charge a fee only when a Candidate has been successfully placed. Job Boards sometimes refer to themselves as Job Portals or Career Portals.

	Job Sharing—See Work Sharing.

	Labor on Demand—The entire non-employee population, inclusive of Contingent Workers and SOWs, ICs, etc. (See also: Contingent Worker, Statement of Work, Independent Contractor.)

	Long-Term Assignment—Usually refers to assignments of more than a year but, in some cases, assignments more than six months are considered to be long-term. There is no legal guideline for what actually constitutes “long-term” in relation to jobs or employment. (See also: Short-term Assignment.)

	Managed Services/Managed Staffing—Term used to describe facilities support management and outsourcing services. Refers to the on-site supervision or management of a function or department at a client (customer) site on an ongoing, indefinite basis. In the world of temporary staffing, these arrangements are also known as managed service providers (MSPs). (See also: Facilities Staffing.)

	Managed Service Provider (MSP)—A firm that takes on primary responsibility for managing an organization’s contingent workforce program. Typical responsibilities of an MSP include overall program management, reporting and tracking, supplier selection and management, order distribution and often consolidated billing. The vast majority of MSPs also provide their clients with a vendor management system (VMS) and may have a physical presence on the client’s site. An MSP may or may not be independent of a staffing supplier.

	Non-Employee—An individual who provides services/skills to an organization but is not providing those services/skills in a permanent job/role. Example of non-employees can be temporary workers, independent contractors, consultants, outsourcing provider staff, statement of work (SOW) workers, etc. (See also: Employee, Contingent Worker)

	North American Industry Classification System (NAICS)—The standard industry classification system used by U.S. Federal statistical agencies in classifying business establishments. NAICS is a two- through six-digit hierarchical classification system, offering five levels of detail. Each digit in the code is part of a series of progressively narrower categories, and an increasing number of significant digits in the code signify greater classification detail. Use of the standard provides uniformity and comparability in the presentation of statistical data.

	Off-Boarding—The process of “checking-out” a contingent worker at the close of an assignment. May include final compensation, equipment return, and an exit interview among other steps.

	Off-Shoring—Getting work done in a different country, usually to leverage cost advantages. While many offshore projects are outsourced to third party intermediaries, a company can offshore activities using facilities/resources it owns/controls in another country, such that the term does not necessarily imply outsourcing. (See also: Outsourcing, Near-shoring.)

	On-Boarding—The process of bringing a worker into a position with a goal of providing all necessary tools to be productive as soon as possible. On-boarding can apply to permanent hires as well as contingent workers. May include training, seat assignments, equipment requirements and other steps.

	Online Staffing—An online platform (Human Cloud) model that enables specific hirers and specific (typically contingent) workers to enter into, complete and transact work arrangements. It is the oldest “human cloud” model (arising in the early 2000s). There is a direct legal relationship between the hirer and worker which the platform enables. Well-known names are oDesk and Elance, but there are more than 60 different kinds of businesses performing this service). (See also: Crowdsourcing, Online Services.)

	Outplacement—A service to guide a terminated employee of a company to a satisfactory new position or career through the provision of short- or long-term counseling and support services on a group or individual basis, most often paid for by the terminating employer.

	Outsourced Personnel—Outsourcing, whether to domestic, near-shore or offshore third-party firms, is typically a longer-term arrangement with even clearer delineation of methods, culture and degree of process ownership. Outsourced personnel, like statement of work (SOW) consultants, are typically employees of the outsourced provider. Some outsourced personnel are never seen at any of the facilities of the engaging organization; others can be very visible members of an IT, HR, cafeteria or security staff. (See also: Outsourcing, Statement of Work.)

	Outsourcing—Use of an outside business services vendor (and its supervised personnel), either on the customer’s premises or off-site at the vendor’s location, to perform a function or run a department that was previously staffed and supervised by the customer directly. (Sometimes, but not necessarily, limited to situations where some or all of the organization’s previous staff performing that function are hired by the outsourcing vendor.)

	Part-Time Work—Work for a single employer that is regularly scheduled and ongoing but is less than fulltime—either for less than a full day, or less than five days a week, or for only part of the year (e.g., summer jobs for students). Part-time employees are usually not temporary workers, because part-timers generally work a regular schedule as a direct-hire on an ongoing, indefinite basis. However, some temporary jobs are for shorter weekly working hours and could be classified as part-time.

	Permanent Placement—The bringing together of a job seeker and a prospective employer for the purpose of effecting a traditional employment relationship, for a fee. Also refers to the process of arranging such a relationship. This term is now falling out of favor because the use of “permanent” can connote a guarantee of employment that is generally misleading for a typical “at-will” employee. (See also: Placement, Direct Hire.)

	Phased Retirement—Gradual retirement brought about by the reduction of full-time employment commitments over a set period of time.

	Placement—The result of effecting a traditional direct employment relationship, usually used to describe a successful referral by an employment agency. “Placement” generally implies the marketing of applicants to employers, rather than the recruitment of applicants for a specific employer position.

	Placement Agency—An employment agency that seeks to refer applicants seeking employment to employers seeking employees. A fee is charged either to the employer or the applicant (rarely) after a successful referral.

	Planned Staffing—Contracting for the regular use of temporaries to handle peak production periods, seasonal activities or special projects. May involve supplementing a customer’s traditional workforce or the provision of a temporary workforce to handle a project that occurs periodically. (The concept of “Planned Staffing” differs from “Facilities Staffing” in that planned staffing refers to cyclical or intermittent staffing needs, while facilities staffing refers to the process of “planning turnover” in a continuous function. However, as might be expected, these terms are often used interchangeably.)

	Professional Staffing—A segment of temporary staffing that includes workers in IT/technical, engineering, accounting and finance, legal, sales and marketing, and managerial functions, among others. This segment contrasts to commercial (or traditional) staffing. While there is common consensus on how to categorize the highest and lowest skilled workers, there is a blurring of boundaries when it comes to medium skilled/middle management roles. Within these categories (such as sales & marketing, nursing, social care, and HR), what some people call professional staffing, others might call commercial staffing. Such variation exists among the categories used by different national staffing associations to estimate the size and growth of their respective markets. (See also: Specialist Staffing.)

	Recruiting—The process of locating and screening a candidate or candidates for an employer as part of a search assignment. Also used to describe overall general efforts to bring in temporary employees. “Recruitment” generally implies the search for candidates who meet specific client specifications rather than the marketing of available applicants to employers. It is also often used by corporate human resources departments.

	Recruitment Company or Recruitment Agency or Recruitment Firm—A firm providing recruitment services. The term may refer to companies that provide both permanent placement as well as other services such as temporary staffing.

	Recruitment Process Outsourcing (RPO)—Partial or full outsourcing of the internal recruitment function to a third-party specialist provider which serves to provide the necessary skills, activities, tools, technologies, related recruitment supply chain partners and process methodologies to assume the role of the client’s recruiting department by owning and managing its recruitment process and related recruitment supply chain partner relationships. RPO is more commonly used as a method for employers to recruit direct-hire personnel.

	Regular Part-Time Work—Refers to part-time employment that includes the same rights and prorated benefits available to regular full-time employees of an organization. (See also: Part-time Work.)

	Regular Work—This term is replacing “permanent work” as a way of describing a direct, ongoing, full-time and non-contingent two-party employment relationship between an employer and an employee. This is also referred to as traditional work.

	Self Employed—An individual who operates a business or profession as a sole proprietor, independent contractor or consultant. (See Independent Contractor)

	Shared Services Center (SSC)—Internal bundling and streamlining of similar services previously spread over many departments, usually in a large organization. Services referred to are normally non-production related, such as information and communications technology (ICT), Indirect Purchasing, Sales, Logistics and HR (including Contingent Workers). The benefits and purpose of an SSC are efficiency, cost reduction (scale) and expertise. Internal acceptance may be a challenge to an SSC if the complexity of the inevitable change-process is underestimated. SSC is an internal concept. Similar services bundled externally are referred to as Outsourced Services or a Joint Venture, in case more companies decide to launch an external center for similar services.

	Short-Term Assignment—Refers to a work assignment of limited duration. The duration implied here is open to debate. Most would agree that “short-term” means employment of a year or less. (See also: Long-term Assignment.)

	Sole Employer—The traditional two-party, employer-employee work relationship in which a worker has a single employer, as compared to a co-employment relationship or joint employer status.

	SOW Consultant—See Statement of Work (SOW) Consultant.

	Specialist Staffing/Specialty Staffing—A term used as an alternative to “Professional Staffing,” i.e., a segment of temporary staffing that includes workers in IT/technical, engineering, accounting and finance, legal, sales and marketing, and managerial functions, among others. (See also: Professional Staffing)

	Staff Augmentation—A strategy used to staff a project and respond to business objectives with the use of contingent labor. The technique consists of evaluating existing staff and then determining which additional skills are required.

	Staffing Industry—A broad grouping of staffing- and employment- related services where a staffing firm, supplier, broker, agent, or consultant provides employment or help supply services to an organization that involves its own employees or the client’s potential or previous employees. Major sectors of the staffing industry include temporary staffing, place and search, professional employer organization (PEO)/staff leasing and outplacement.

	Staffing Services—A generic term that refers to a wide range of employment services including temporary staffing, employee leasing/ professional employer organization (PEO) services, direct hire/placement services or outplacement.

	Standard Occupational Classification (SOC)—The 2000 Standard Occupational Classification (SOC) system is used by U.S. federal statistical agencies to classify workers into occupational categories for the purpose of collecting, calculating, or disseminating data. All workers are classified into one of more than 820 occupations according to their occupational definition. The United Nations administers the International Standard Industrial Classification of all Economic Activities (ISIC) and national classifications tend to relate to this global initiative.

	Statement of Work (SOW)—A document that captures the work products and services including—but not limited to—the work activities and deliverables to be supplied under a contract or as part of a project timeline. In contrast to a typical temp or contingent work arrangement which is billed based on time worked, SOW agreements are typically billed based on a fixed price deliverable or for hitting specific milestones. Like typical contingent arrangements, they may also be billed based on time, including arrangements where there is a time-based billing that is capped at some “not to exceed” level for time and materials (See also: Statement of Work (SOW) Consultant.)

	Statement of Work (SOW) Consultant—Any person performing work on a project under a Statement of Work (SOW) arrangement. In contrast to agency consultants, SOW consultants are typically (but not always) given a regular, consistent salary by their employer and continue to receive this salary when off project assignments (i.e., “benched resource”). While SOW consultants are typically employed by consulting firms, a host of technology and other staffing firms have also entered the solutions space for its greater premium margins (the theory being that you are paying for the firm’s proven methodology and chemistry of the team). At times “rogue” managers have used an SOW arrangement in order to avoid restrictions on the use of temporary workers or agency consultants (See also: Statement of Work.)

	Strategic Staffing—The pre-planned use of alternative or flexible staffing strategies by the customer; may include the use of temp-to-perm hiring, planned temporary staffing for work cycle peaks or projects, or payrolling, for example.

	Strategic Workforce Planning—The process an organization undertakes to develop a holistic, long-term and proactive approach to strategically assessing and accessing all multiple forms of talent engagement. Specifically, Strategic Workforce Planning links corporate and strategic objectives and their associated workforce implications with multiple avenues of talent engagement and resourcing (Direct Hire, Contingent, SOW, Outsource, etc.).

	Supplemental Staffing—The provision of temporary workers to a client company to supplement the current workforce for peak loads, special projects, or planned and unplanned worker absences. Also describes the regular practice of using contract healthcare staff in hospitals and other medical institution settings.

	Talent Acquisition—The ongoing cycle of processes related to attracting, sourcing, recruiting, and hiring (or placing) employees within an organization. This includes elements of employment branding, out-reach, networking, and relationship building with potential candidate communities to continually build and enhance the talent pool for an organization.

	Talent Exchange—An online (possibly cloud technology-based) platform spanning worker type (direct employee or contract, task-based, project-based or position-based), location (work where appropriate or needed), and time (global environment, work when it makes sense). This broad definition could conceivably include job boards/social networks, crowdsourcing platforms, and what Staffing Industry Analysts identifies as “Human Cloud” platforms such as oDesk, Elance, etc., and is used in the e-recruitment process. (See also: E-recruitment, Human Cloud, Job Board, Crowdsourcing, Online Staffing, Online Services.)

	Talent Management—Interconnected human resource processes designed to source, attract, select, train, develop, retain, promote, and move “regular employees” (as opposed to contingent workers) through an organization with the aim of improving revenue, customer satisfaction, quality, productivity, cost, cycle time, and market capitalization. The major aspects of talent management normally include recruiting, performance management, leadership development and workforce planning/identifying talent gaps. (See: Workforce Management, Total Talent Management)

	Telecommuting—Working at home, or at another off-site (satellite) location, for an organization whose office is located elsewhere, with one-way or (usually) two-way electronic linkage to that organization via phone, fax, modem, and/or the internet or a company intranet. Home work may be full-time, occasional, or a scheduled part of the workweek.

	Temporary Employee (“Temporary”)—An employee who performs work for an organization with the expectation that the work will be for a fixed duration. Temporary employees may be hired directly by the employer or sourced through a staffing company and work fulfilling client assignments. May also refer to temporary workers from an internal pool employed directly by an organization for an intentionally limited time period.

	Temporary Help—The furnishing of employees to meet the short-term and/or project needs of another employer. Originally used primarily as replacements for office or light industrial workers, temporary help has come to be used across a broad range of skills and occupations. Most of the firms delivering this service are now referred to as staffing firms or temporary staffing firms.

	Temporary Pool—A group of in-house employees hired directly by a company and used to fill temporary job assignments at that company.

	Temporary-to-Permanent (Temp-to-Perm)—Transition of a temporary worker to permanent employment status. This may be on an ad hoc reactive basis where an employer finds that a temporary worker can fulfill a permanent job vacancy or a more formal employment service concept where a client company proactively plans to make a traditional hiring decision during or after a temporary help assignment. In a “temp-to-perm” situation, only temporary workers who are also seeking a similar type of traditional job would be sent on the assignment. The term is falling out of favor due to aversion to the use of “permanent” when referring to a typical “at-will” employment situation. A fee for transitioning a temporary worker in this way would normally be charged at a discount to the staffing company’s standard permanent placement fee and normally related to the length of time the temporary has been assigned to the client.

	Total Talent Management (aka Total Workforce Management)—An emerging model of talent or workforce management that includes an organization’s management of “permanently hired” workers as well as “contingent” workers (see Talent Management, Contingent Work/Workforce). Spurred by organizational bifurcation and the rising importance of contingent workers, this model seeks to integrate the respective management of “permanent hire” and “contingent” workforce by HR and Procurement functions. While Total Talent Management is a term that tends to be used by hiring organizations, RPOs have begun using the term “Blended Workforce Management” to refer to the same concept, but provided as an outsourced service by an RPO. Total Talent Management is Staffing Industry Analysts’ preferred descriptor for this phenomenon/development. (See: RPO, Blended Workforce.)

	Work Sharing—The situation in which two or more workers may “share” one full-time position at a company, often for the purpose of schedule flexibility. The workers often stagger their schedule in order to meet outside personal commitments such as family responsibilities. In other cases, an employer may combine two jobs into one in lieu of a layoff and retain both workers, each working a reduced schedule.

	Workforce Mix Optimization—The practice of using the right percentage of each workforce category (employees or contingent workers) to accomplish corporate objectives as profitably and safely as possible.




About Staffing Industry Analysts
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.
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Appendix Three

2011 National Survey of Working America Commissioned by the National Career Development Association (NCDA), www.ncda.org


In early 2011, NCDA commissioned Harris Interactive to conduct a national telephone survey of U.S. adults to support its upcoming efforts to update and refresh research on “Working America,” most recently conducted in 1999. Responding were over 1,000 U.S. adult (18+) residents, including 510 employed residents and 602 residents in the labor force (employed and/or not employed but looking/not looking for work, excluding retired residents).

The objectives of the 2011 National Survey of Working America were:


	To better understand how adults’ attitudes about work and career development have changed since 1999.

	To see what Americans currently think, feel, and believe about the state of the workforce and career development.

	To determine how those attitudes and beliefs affect career development actions they may take.



The survey covered these topics:


	Current employment status

	The need for help in the last year with selecting or getting a job

	Sources of help and information in selecting, changing, or getting a job

	Evaluation of availability and usefulness of information

	Use of job or career counseling

	Perceived need for more job training or education

	Future employment outlook

	Satisfaction with current job, reasons for leaving a job

	How adults get started in a job or career

	On-the-job assistance

	Perception of discrimination in workplace

	Perception of globalization




Appendix Four

Characteristics of Four Generations That May Be Found in the Same Workplace


Traditional Generation


Birth Years: 1925 to 1945


	Assets

	Experience, enhanced knowledge, dedication, focus, stability, loyalty, emotional maturity, and perseverance




	Liabilities

	Reluctant to buck the system, uncomfortable with conflict, reticent when they disagree




	They prefer to work for managers who

	Are directive and identify a clear direction, take a logical approach, set long-term goals, are fair and consistent, spell out clear job expectations, are respectful




	Managers who drive them crazy

	Seem too touchy-feely, are indecisive, worry about making unpopular decisions, use profanity and slang, use experimental or trendy management styles, are disorganized




	Motivation

	They tend to be motivated when managers connect their actions to the overall good of the organization.




	Messages that motivate

	“Your experience is respected here.”

	
“It’s valuable to the rest of us to hear what has and hasn’t worked in the past.”

	“Your perseverance is valued and will be rewarded.”




	Rewards

	Tangible symbols of loyalty, commitment, and service including plaques and certificates




	Preferred methods of communication

	Memos, letters, and personal notes




	To recruit and retain

	Use a personal touch. Make face-to-face contact. Computer-driven communication sometimes alienates members of this generation.

	Be mindful of age and experience. Show them that their experience is viewed as an asset rather than a liability.

	Capitalize on experience. Consider setting up mentoring relationships that match senior employees with younger ones.









Baby Boomer Generation



Birth Years: 1946 to 1964


	Assets

	Service orientation, dedication, team perspective, experience, organizational knowledge




	Liabilities

	Not necessarily “budget minded,” uncomfortable with conflict, reluctant to go against peers, may put process ahead of result





	They prefer to work for managers who

	Are consensual and treat them as equals, take a democratic approach, work with the group to define a mission, show warmth and caring, assure them they are making a difference




	Managers who drive them crazy

	Aren’t open to input, are bureaucratic, send a “my-way-or-the-highway” message, are brusque, don’t show interest, practice one-upmanship




	Motivation

	Tend to be motivated by leaders who get them involved and show them how they can make a difference.




	
Messages that motivate

	“Your opinion is valued.”

	“You can work as long as you want to.”

	“Your contribution will be recognized.”

	“We need you.”




	Rewards

	Personal appreciation, promotion, and recognition




	Preferred methods of communication

	Phone calls, personal interaction




	To recruit and retain

	Offer flexible work arrangements: telecommuting, adjustable scheduling, personal time to handle family and caretaking matters.

	Provide challenging work opportunities, horizontal movement, learning opportunities.

	Offer phased retirement programs. Offer health and wellness programs to foster healthy life styles.








Generation X



Birth Years: 1965 to 1980


	Assets

	Adaptability, techno-literacy, independence, creativity, willingness to buck the system




	Liabilities

	Skeptical, distrustful of authority




	They prefer to work for managers who are

	Competent, direct and straightforward, genuine, comfortable giving them a deadline and turning them loose to meet it, informal, supportive of training and growth opportunities, flexible, results-oriented




	Managers who drive them crazy

	Micro-manage, don’t walk the talk, spend too much time on process and too little on results, are flashy, are bureaucratic, schmooze




	
Motivation

	Allow them to get the job done on their own (what might seem unorthodox) schedule.




	Messages that motivate

	“Do it your way.”

	“We’ve got the newest hardware and software.”

	“There aren’t a lot of rules around here.”




	Rewards

	Free time, upgraded resources, opportunities for development, bottom- line results, certifications to add to their resumes




	Preferred methods of communication

	Voice mail, email, Twitter




	To recruit and retain

	Show them lots of options for their workplace schedule.

	Allow them to work autonomously. Tap into their adaptability.

	Are typically flexible, and many are independent operators. Give them an important task that needs to get done; they’ll likely get it handled!

	Give FAST (Frequent, Accurate, Specific, Timely) feedback in order for them to build their skills and improve their resumes.









The Millennial Generation



Birth Years: 1981 to 2001


	Assets

	Collective action, optimism, ability to multi-task, and technological savvy




	Liabilities

	Need for supervision and structure, inexperience—particularly with handling difficult people issues




	They prefer to work for managers who are

	Educational and know their personal goals, positive, comfortable coaching and supporting them, collaborative, organized and create a reasonable structure, achievement-oriented, motivational




	Managers who drive them crazy

	Are cynical and sarcastic, treat them as if they are too young to be valuable, are threatened by their technical savvy, are condescending, are inconsistent and disorganized




	Motivation

	Tend to be motivated when their managers connect their actions to their personal and career goals.




	Messages that motivate

	“You will be working with other bright, creative people.”

	“You and your co-workers can help turn this company around.”

	“You can be a hero here.”




	Rewards

	Awards, certificates, tangible evidence of credibility




	Preferred methods of communication

	Instant messages, Twitter, blogs, text messages, emails




	To recruit and retain

	Tap an outstanding employee from the Millennial Generation to talk to the candidate about the company.

	Provide flexibility to allow them to pursue their many outside interests.

	Get them involved in meaningful volunteer efforts. These workers are community-oriented and are graduates of required community service hours.

	Count them in on benefits like 401(k) plans. Millennials are financially savvy.

	Use their capability to access and share information quickly. This is the most technologically and globally aware generation.

	Pair them up with older mentors. On surveys, Millennials say they resonate most with the Baby Boom and Traditional generations.

	Help them learn interpersonal skills for the workplace. They may need to be rescued from difficult situations while they develop these skills.






Source: Susan A. Murphy, “Leading a Multigenerational Workforce,” AARP, 2007, http://assets.aarp.org/www.aarp.org_/cs/misc/leading_a_multigenerational_workforce.pdf. Used by permission.




Appendix Five

Coaching vs. Mentoring: 25 Ways They’re Different


	Differentiator #1:

	Coaching is task oriented. It seeks to bring the coachee to a different level of competency in terms of learning new skills or knowledge. The focus is on concrete issues, such as managing more effectively, speaking more articulately, or learning how to think strategically. This requires a content expert (coach) who is capable of teaching the coachee how to develop these skills. What is necessary for this to be successful is for the coach to have credibility as an expert and be able to communicate effectively with the coachee. Developing an ongoing personal relationship is not a critical factor for success.

	Mentoring is relationship oriented. It seeks to provide a safe environment where the mentee can share whatever critical issues affect his or her professional and personal success. Although specific learning goals or competencies may be used as a basis for creating the relationship, mentoring’s focus goes beyond these areas to include things like work/life balance, self-confidence, self-perception, and how the personal influences the professional. Content expertise is not as critical for the mentor since he or she plays the role of facilitator rather than coach.




	Differentiator #2:

	Coaching is short term. A coach can successfully be involved with a coachee for a short period of time. The coaching lasts for as long as needed depending on the purpose of the coaching relationship.

	Mentoring is always long term. Mentoring, to be successful, requires time in which both partners can learn about one another and build a climate of trust that creates an environment in which the mentee can feel secure in sharing the real issues that impact his or her success. At the beginning of a mentoring relationship, pairs are likely to discuss more general and task issues rather than “hot button” issues—that is until the mentor and mentee achieve a certain level of trust. Once achieved, however, mentoring truly begins. For mentoring relationships to be successful, a mentoring program needs to last nine months to a year.




	Differentiator #3:

	Coaching is performance driven. The purpose of coaching is to improve the individual’s performance on the job. This involves either enhancing current skills or acquiring new skills. Once skills are acquired successfully, the coaching is no longer needed.

	Mentoring is development driven. Its purpose is to develop the individual not on the current job but for the future. This distinction helps to differentiate the role of the immediate manager and that of the mentor. It also reduces the possibility of creating conflict between the employee’s manager and the mentor.




	Differentiator #4:

	Coaching does not require design. Coaching can be conducted almost immediately on any given topic. If a company is seeking to provide coaching to a large group of individuals, then certainly some sort of coaching program “design” is involved in order to determine the expertise needed and assessment tools that will be used. But this doesn’t usually require a long lead time to implement.

	Mentoring requires a design phase. This phase helps determine the mentoring program’s strategic purpose, the relationship’s focus areas, the mentoring model, and the specific components that will guide the relationship, especially the matching process.




	Differentiator # 5:

	The coachee’s immediate manager is a critical partner in coaching. The manager often provides the coach with feedback on areas in which his/her employee is in need of coaching. The coach uses this information to determine an approach and competency areas to focus on. The coachee’s manager and coach are partners in the process.

	In mentoring, the immediate manager is indirectly involved. While the manager may offer suggestions to the employee on how to best use the mentoring experience or provide recommendations to the matching committee, the manager has no link to the mentor and they do not communicate at all during the mentoring relationship. This is for the purpose of maintaining the integrity of the mentoring relationship.




	
Differentiator #6:

	Coaching is more easily evaluated as a return on investment (ROI). When the coachee has gained greater skill/knowledge, the employee’s manager (as well as other stakeholders) will see the results in the form of improved performance (e.g. increased output, completing tasks faster/more efficiently, resolving more customer calls).

	Mentoring is more difficult to quantify. As we stated earlier, mentoring is about relationships. Although goals will be a focus, some goals are personal and cannot be measured. Even when goals can be measured, it is often difficult to obtain objective data given the limited role of the immediate manager and the fact that mentoring tends to focus more on softer skills (e.g. leadership, critical thinking, active listening, and so forth). This does not mean that there can’t be any measurement. While evaluations are conducted at the end of formal mentoring programs, it’s far easier to measure coaching achievements than mentoring ones.




	Differentiator #7:

	Coaching, to be effective, relies on performance management systems, such as 360s and performance reviews. This background information informs the coaching intervention and helps to focus it on the areas most needed by the coachee. Often the ROI in coaching is tied back to these systems to form a loop, if you will.

	Mentoring, to be effective, does not have to use such performance management systems. These systems might be used to determine competency areas for the mentoring program and to determine what a mentee needs, but the “looping back” is less direct. Though competency areas are an important component to mentoring, they are not the primary focus.




	Differentiator #8:

	The coach provides feedback to the coachee’s manager. Since coaching relies on performance management systems and is looped to them, this is a logical and necessary component. If the goal is to develop the coachee’s knowledge/skill expertise, then this feedback loop to the manager is necessary.

	Mentoring prohibits this direct feedback loop to the mentee ’s immediate manager. Why? Most employees are reluctant to tell their immediate managers some of the professional and personal challenges that prevent them from being as successful as they’d like. This is because the manager controls their employment status, performance reviews, raises, and promotions. Mentoring seeks to provide an environment where the mentee can feel “safe” to share the real issues. If a direct link existed between the manager and the mentor, this would not be possible.




	
Differentiator #9:

	Coaches are paid for their services. The coach is paid by the company to provide this service. The coach has a vested interest in making sure the coachee succeeds since it is tied to the coach’s own compensation. This reality impacts how coaching is done—a coach’s success is based upon how well he or she can get coachees to achieve greater success.

	Mentors never receive compensation for their services. They provide this service out of a generosity of spirit. The most common reason mentors decide to mentor is because they wish to give something back to someone else and to the company. Since they’re not compensated for mentoring, their performance is not tied to the mentee’s. This brings a certain objectivity that is missing in coaching.




	Differentiator #10:

	A coach operates independently. A coach provides coaching and feedback to the coachee and to the coachee’s immediate manager. If the coach needs assistance in how to coach more effectively, she or he will go outside the company for that assistance. There is not a third party that oversees the coach, the coachee, and the immediate manager.

	A mentor acts as part of a system. There is an internal Mentoring Program Manager (MPM) who serves as a resource for mentors, mentees, and immediate managers. The MPM addresses issues, offers support, and maintains ongoing contact to make sure that the mentoring relationship is working effectively.




	Differentiator #11:

	In coaching, a coachee doesn’t need to be trained on understanding the coaching relationship. Certainly, the coachee should be informed about the purpose and how the program will operate, but there is no training per se on understanding coaching dynamics. Likewise, the coach is presumed to come already trained and ready to coach.

	Mentoring requires training for both the mentor and mentee so that they understand the dynamics of business mentoring. There are many myths and misperceptions about mentoring. A failure to clearly explain the concept of mentoring and train participants on mentoring techniques will often lead to failed relationships. For mentoring to be successful, both partners need to understand what mentoring is and what it is not.




	Differentiator #12:

	Coaches primarily focus on business issues. If I am coaching someone on how to use a sophisticated software system or how to write better reports, it’s not necessary to engage the coachee in understanding his or her personal world view for this to be effective. So, once the coaching is over, people will ask questions like, “Can the person use the system?” or “Can the person now write effectively?” These are the purposes and outcomes of coaching, not whether the coachee feels better or views this as a step in his or her career.

	Mentors balance both the business and the personal. When mentors act as coaches, they won’t need to understand the mentee’s inner feelings. However, when the mentor deals with, say, how the mentee’s personal effectiveness is impacted by the business environment, then the focus is more personal. Mentoring seeks to create inner change as well as behavioral change.




	Differentiator #13:

	Coaching usually involves a smaller monetary investment. A coach can be brought in for one individual and that may be the only outlay the company needs to provide to achieve results. If a larger component of coaching were needed, then the investment cost would be greater.

	Formal mentoring involves a larger monetary investment up front, but costs less over time. A company doesn’t simply “call in” a mentor for an employee. Instead, the company develops a mentoring system for more than one individual. Normally, the pilot group consists of 10–20 pairs. Although the investment cost may be higher initially, over time, the mentoring investment will be smaller than coaching.




	Differentiator #14:

	Coaching often relies on software and online systems. Since the personal relationship is less important than content in coaching, software systems that create opportunities to find and interact with coaches can be helpful. It is in this area that potential clients need to be careful since some software programs call themselves mentoring systems when, in fact, they are more akin to coaching.

	Mentoring itself usually happens face-to-face, but some of the tasks involved in creating a program and setting up matches can benefit from online systems. As we become more global, mentoring is also embracing technology, like Skype, which allows pairs to see one another and connect. In addition, mentoring software can be useful as a tool to gather participant information, assist in determining preliminary matching, and help the Mentoring Program Manager maintain ongoing contact with the pairs.




	Differentiator #15:

	Coaches leave the organization once the task is done. If the company needs the coach’s expertise again, the company will call the person back in.

	Mentors reside within the organization and are part of the company’s ongoing talent pool. Mentors can continue to mentor for years and impart their wisdom and knowledge.




	
Differentiator #16:

	Coaches are mostly “outside experts.” Coaches bring expertise in a specific content area. They typically do not bring expertise about the specific company and its culture.

	Mentors are inside experts. They are part of the company and understand its inner workings, its culture, and its history. Mentees benefit from their mentors because of their experience.




	Differentiator #17:

	Coaching can be done for remedial purposes. An employee on the verge of losing his or her job can often be salvaged through the intervention of an effective coach.

	Mentoring is never remedial. As we mentioned earlier, mentoring does not focus on the mentee’s immediate job. (That’s the job of the mentee’s immediate manager.) For this reason, mentoring does not get involved in trying to “save” a poor performer.




	Differentiator #18:

	Coaches aren’t connected to the organization’s upper echelons. In other words, the internal politics within the organization rarely affect the coach. In addition, the coach’s own personal power or reputation may not be much of a factor in the coaching experience.

	Mentors are part of the organization and often are from the managerial ranks. They have perceived power within the company. Some mentors are desired more than others for that simple reason. It is important to understand how power impacts mentoring so you can make sure that any match is done for the proper reasons.




	Differentiator #19:

	In coaching, the focus is on the individual to develop greater expertise in his or her job. The goal isn’t to change the culture of the organization since that would require more than simply coaching one individual. This is not to say that when a person is coached it doesn’t affect the company’s culture. But this is more of a byproduct as opposed to a specific focus.

	In mentoring, the interaction between the mentor and mentee leads to mutual change and, thus, more directly affects the culture. Why? Remember, mentors and mentee s are within the same organization and the mentoring system involves more than simply one mentee.




	Differentiator #20:

	Coaching may include a component on how to address issues of diversity. Indeed, many training programs on diversity include a coaching component to attempt to change people’s behavior as it pertains to diversity. This is an important and valuable intervention but may not be sustained or fully developed unless the coachee has frequent and ongoing contact with diversity. Thus, the effect of such coaching may be limited.

	Mentoring always involves diversity because part of the dialogue that takes place between the mentor and mentee is on their differences. In addition, nothing is more powerful in changing the culture on diversity than when a majority mentor is paired with a non-majority mentee and gains an experiential insight into the real issues being faced by that mentee. In such circumstances, it is often the mentor who is changed. And, since the mentor is frequently within the power structure of the company, real change can occur and be sustained.




	Differentiator #21:

	Coaches are experts in specific areas. Therefore, content expertise is a requirement for effective coaching. The coach is the one who guides and directs the coachee in learning the expertise the coach has to offer.

	A mentor is a developmental facilitator. The mentor may have content expertise, but what is more important is to have the interpersonal skills to create a safe learning environment. In this environment, the mentee can be empowered to seek his or her own solutions and to find expertise when needed if it does not reside with the mentor.




	Differentiator #22:

	A coach can also be the manager of the coachee. In fact, all managers are expected to coach their employees as part of their regular responsibilities. However, companies will also bring in outside coaches as a way to provide an additional component and a different perspective on what the coachee needs.

	A mentor is always outside of the mentee’s own direct supervisory line, and a mentor never formally mentors one of his or her own employees. This is because the focus of mentoring is not the current job. And the manager’s ability to influence the mentee’s future does not allow for as much freedom and openness to occur.




	Differentiator #23:

	Coaching is one-directional. It is focused on the coachee’s needs, and the coach is not expecting to gain anything except compensation for services provided. Whether a coach gains insight into himself of herself as a coach or learns anything new from the coachee is irrelevant to effective coaching.

	Mentoring is bi-directional. Both mentors and mentees gain through the relationship. Mentors often articulate that they gain new perspective, a link with a person from another area of the company, a renewed sense of their own abilities and expertise, and the satisfaction in knowing they have assisted another person in developing professionally and personally.




	
Differentiator #24:

	Coaching involves content and expertise. As such, coaching does not focus on the inner dynamics of a person’s personality or history. It is focused on the businessperson as an effective member of the particular department he or she works for.

	Mentoring is concerned with both business and personal. It believes that the business and the personal infuse and affect one another. Mentoring discussions focus on interpersonal dynamics on how the mentee’s view of the world, sense of self, ethics, and values impact the mentee’s development. For this reason, mentoring has a spiritual component. By that, we mean it is focused on the whole person and in areas that don’t typically come up in the workplace. Mentoring seeks to integrate the business and the personal so that they form one whole individual.




	Differentiator #25:

	Coaching is concerned about behavioral transformation. In other words, coaching focuses on getting someone to do something better and gain new expertise. Whether that behavior translates itself into actually changing the inner personal dynamics of the coachee is not the prime concern.

	Mentoring is concerned about personal transformation. This may or may not link to a specific business competency or area of expertise. Mentoring is concerned with assisting a mentee in maintaining his or her genuine identity as a member of the organization.




Source: Management Mentors, “COACHING VS. MENTORING: 25 WAYS THEY’RE DIFFERENT,” Winter 2013. Used with permission.



Appendix Six

Introduction to Talent Development Reporting Principles (TDRp)

Talent Development Reporting Principles (TDRp) is an industry-led, grass roots initiative to establish internal reporting Principles and standards for human capital. TDRp provides the same type of guidance for human resources that GAAP (Generally Accepted Accounting Principles) provides accountants in the U.S. or that IFRS (International Financial Reporting Standards) provides accountants elsewhere.

This guidance includes a simple, yet comprehensive, framework for planning, collecting, defining, and reporting the critical outcome, effectiveness, and efficiency measures needed to deliver results and contribute to the success of the organization. TDRp answers the following commonly asked questions:


	What data should be collected?

	What measures should be used?

	How should the measures be defined?

	How should the measures be reported?

	What do leaders want to see?

	How do we show the value of human capital?



Just as importantly, TDRp helps answers questions that should be asked more frequently:


	How do we show alignment of our initiatives to corporate goals?

	How do we execute our programs and initiatives with discipline?




By answering these questions, TDRp provides much-needed guidance to executives, program managers, and analysts as well as vendors and consultants. This is an opportunity to adopt a common vocabulary along with common statements, reports, and processes which will allow those in human capital to have an even greater impact on the success of their organization. Common definitions and processes also will facilitate better benchmarking and sharing, and will allow vendors to develop software to an industry standard.

TDRp objectives are to measure and report on the following six key primary human capital processes:


	Learning and development

	Leadership development

	Performance management

	Talent acquisition

	Capability management

	Total rewards



It is understood that organizations may define the scope of these processes differently and may call them by different names, but these six will be used to organize the measures and reports for the purpose of describing TDRp.

TDRp provides a simple, yet comprehensive framework for the internal reporting of human capital initiatives and processes. It provides clear standards for the definition of measures, types of measures, and for statements and reports, while at the same time providing flexibility in implementation to account for the uniqueness of each organization.

TDRp answers the commonly asked questions of what data to collect, and how to define and report the measures. Standards will encourage vendors to develop software that is TDRp compliant and will greatly enhance benchmarking since everyone will be employing common definitions. CEOs, CFOs, COOs, and SVPs of HR may now ask that the standard statements be created and that the Summary Report be shared, just as they now expect accounting to produce the financial and departmental expense statements.

More information is available at www.centerfortalentreporting.org home of TDRp, including:


	Library of TDRp measures

	Sample statements and reports

	White papers

	Detailed implementation guidance

	PowerPoints and handouts

	Information on TDRp workshops





Mission Statement


The Center for Talent Reporting (CTR) was formed in October 2012 as a 501c6 not-for-profit organization. Our mission is to develop and promote the adoption of reporting standards for human capital that meet the needs of senior executives, talent management leaders, program managers, and other stakeholders. It is our vision that Talent Development Reporting principles are broadly accepted and widely employed as the world-class reporting standard for all human capital processes. Funding comes from memberships and our founding sponsors. Governance is provided by a nine-member board of directors, including a Standards Committee, and an Advisory Council. Members have access to a measures library (with over 500 measures), more than 60 sample statements and reports in excel, and detailed guidance on implementing TDRp.


Source: Dave Vance and Peggy Parskey, “Introduction to TDRp,” July 2014, http://www.centerfortalentreporting.org/files/Intro_to_TDRp.pdf and is adapted with permission from Center for Talent Reporting.
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Talent needs, assessing, 27–28, 53

Talent pool worksheet, 29–30

Talent supply, leveraging, 54

Team mentoring, 168

Technical competencies, 101

Technical knowledge, 179

Technology: about, 122–23; alumni relationships, 145; in career planning and succession management, 141–42; cloud computing, 143–45; cultural considerations, 148; data, 142; distance learning, 137–38; e-learning, 133–37; employee onboarding, 150–51; future trends in best use of, 149; Internet, impact of, 132–33; learning and, 178, 179; Organizational Career Planning (CP) Model and, 124–32, 138–39; Organizational Succession Planning (SP) Model and, 123, 124–32, 138–39; recruitment through, 143; social relationships, 145–47; stay interviews, 148; surveys, 147–48; trends and talent pools, 149

Temporary help agency workers, 18

Terminal values, 106

Termination costs, 20–21

Thinking: creative, 237; inventive, 179; systems, 236

360-degree assessment, 36, 125–27, 223–24

Towers Watson (firm), 3–4

Training, 68–71, 180. See also Learning

Travel expenses, 21

Tri-mentoring, 168

Trust, 156

Turnover, employee, 21–22


2020 Workplace, The (Meister and Willyerd), 12–13





Universities, virtual, 137

University of Waterloo, 64–65

Unpreventable employee turnover, 22

U.S. Bureau of Labor Statistics (BLS), 14–15, 16–17

U.S. Department of Transportation, 166

U.S. General Accounting Office, 59–63

U.S. Government Accountability Office, 83–84, 85–86

U.S. Office of Personnel Management (OPM), 19–20, 134–35, 198




Vacancy costs, 21

Value proposition, 247–45

Values: age diversity and, 96; career planning, 233; defined, 81; future of career development and succession planning and, 233; instrumental, 106; orientation to, 225; shared among generations, 90–92; succession planning, 233; terminal, 106

Values systems, 104–6, 109–11

Virtual universities, 137

Virtual worlds, 135

Visconti, Luke, 84

Voluntary employee turnover, 22




Web-conferencing, 134

Welch, Jack, 5, 181

WellPoint, 188

Wells Fargo, 8–9

Weston, Marla, 88

White, Marion, 88

Wikis, 135

Wiley, Jack, 71

Willyerd, Karie, 12–13

Work, future of, 12–14

Workforce evaluation, 42

Workplace, 41–42, 69, 71

Work styles, 97
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Personality Assessment Tools Website

Myers Briggs Type Indicator htp://www.myersbriggs.org

DISC (Wiley Publishing) http://www.everythingdisc.com/

Keirsey Temperament http://keirsey.com

Hogan Assessment Systems www-hoganassessments.com

Interest Inventories Website

Strong Interest Inventory www.cpp.com/products/strong

Pearson Assessments Www.pearsonassessments.com

Interest Inventory (COPS) www.edits.net/products/careerguidance.html

Source: William Rothwell and others, Career Planning and Succession Management (Westport, CT:
Praeger Publishers, 2005), 206.
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My Organization

Yes

Sometimes

No

15. Consistently provides employees with
opportunities to become part of the
talent pool from which key leadership
positions are drawn.
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Aspiring Leader Executive Leader

Coaching and mentoring for Conflict and negotiations for federal

excellence executives

Collaborative leadership Engaging and encouraging employees: the
leadership link to high performance

Communicating face to face Exccutive communication skills: leading the
process of change

Conflict resolution skills Exccutive development: leading change

Effective writing in the federal Extraordinary leadership

government

Emerging leader program Strategic planning for executives

Source: Center for Leadership Development, Office of Personnel Management website. hitps/
leadership.opm.gov/index.:
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Proficiency Level

Description

Proficient

Detailed knowledge, understanding, and application of the
competency required to be successful in the job

Consistently demonstrates success in the competency

Capable of assisting others in the application of the competency

Advanced

Highly developed knowledge, understanding, and application
of the competency required to be successful in the job and
organization (total mastery)

Is able to coach or teach others on the competency

Helps develop materials and resources in the competency

Expert

Specialist/authority level knowledge, understanding, and
application of the competency required to be successful in the job
Recognized by others as an expert in the competency and is sought
out by others throughout the organization (expert in the area)

Has a strategic focus
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Competency and Description

Limited Basic Proficient Advanced Expert

Motivating Others

Motivates staff and team
members while using recognition
appropriately

+_Invites input and shares ownership

+ Understands and fosters an
exciting, motivating, and enjoyable
environment

Acknowledges others

Regularly reinforces performance

Generates enthusiasm and
commitment

Listening

Displays and practices attentive and
active listening

Has the patience to hear people out
while creating opportunities for
listening

Can accurately restate the opinions of
others

Solicits others’ views

Acknowledges different views and
willing to adopt others’ ideas if
appropriate

Organizational Agility

Knowledgeable of basic organizational
structure and how organizations
function

Knows and understands the evolving
business of the organization, the climate,
and culture

Uses organization dynamics to get
things done through formal channels
and informal networks

Understands the origin and
reasoning behind key policies,
practices, and procedures in order to
obtain goals
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Competency and Description Limited Basic Proficient Advanced

Expert

Valuing Diversity

Respects and appreciates perspectives
and ideas that may arise from a different
background, culture, nationality, race,
age, gender, style, physical attribute,
value, lfestyle, or interest

Champions and acts positively on
diversity issues

Solicits different ideas

Personal Disclosure

Willingly shares thoughts about self
and personal strengths, weaknesses,
and limitations

Erecly and publicly admits mistakes
and shortcomings

Is open about personal beliefs and
feclings

Encourages others to share personal
information

Facilitates a sharing environment

Perspective

Looks toward the broadest view of an
issue or challenge

Has broad-ranging personal and
business interests and pursuits

Interprets trends and events to
envision new possibilities

Uses “what if” thinking to pose
credible alternative scenarios

Source: Adapted from William Rothwell and others, Carcer Planming and Succession Management

(Westport, CT: Praeger Publishers, 2005), 166-169.
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My Organization

Yes

Sometimes

No

1

Monitors head count on a regular
basis to measure and track workforce
requirements.

Monitors employee turnover to track
any unusual “spikes” that could result
from either internal or external factors.
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My Organization

Yes

Sometimes

No

3

Makes an effort to plan for workforce
needs in advance for reasons such as
promotions and retirements.

. Makes appropriate investments

in education, training, and other
developmental opportunities to help
employees build their competencies.

. Makes appropriate investments in

individual development programs for
employees at all levels.

. Provides adequate opportunities for

career advancement that take into account
supervisory and managerial needs.

. Encourages employees to take control

of their learning so they will possess
the necessary skills to be employable
throughout their working life.

Provides flexibility, facilities, services,
and programs to enhance employee
satisfaction and commitment to the
organization.

. Makes flexible use of the workforce—

such as putting the right employees in the
right roles according to their skills or
using “virtual teams” to focus on the right
talent for specific tasks.

. Provides career advisement and

developmental services to employees
atall levels.

. Implements creative ways to recognize

and reward employees.

. Creates a workplace dimate that allows and

encourages employees to become more
involved with or engaged in their work.

. Has in place and ready to activate

aplan for the replacement of the
organization’s key leadership positions
in the event of sudden tragedy affecting
an individual or a group.

. Provides high-potential employees with

developmental (stretch) assignments
to prepare them for larger roles in the
organization.






OEBPS/Images/pg203.jpg
Actualization Assessment
and Revisioning Initiation

Internal Organizational

Step 5: Goal e = Step 2: Self-
Affirmation Individual Self-Assessment Interest
Process Identification

Model

Step 3: Career
Step 4: Decision Investigation

Making and Experiential
Interest Probing.

Source: William Rothwell and others, Career Planning and Succession Management (Westport, C1
Praeger Publishers, 2005), 201
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Date:

Category

Interests

Abilities

Career goals

Career
development

Individual
assessment

What are your
career interests?

List your
professional
strength:
What are your
immediate career
goals?

What are you
doing now to
develop skills for
current or future
position?

Organization
connections

How do your
interests connect

with the goals of the
organization?

What talents/abilities
are required in

your current position?
Do your goals connect
with the organization
strategic plan?

‘What does your
organization offer

to help you achieve
competence in your
current and/or future
role?

Skill gaps—What
are the differences
between the individual
and organization
columns?

What areas of
development do you
need to address? How
will it be accomplished?

Qe Y e v B i
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Requirement

Description

A focus on both
organizational

Managers are clear on the mission and vision of the
organization and how their team’ priorities it in. They also

and employce understand that even when they are coaching to a specific

Success performance or productivity issue, they also must strive
for the employee’s increased job satisfaction and long-term
engagement. Likewise, career or personal development coaching
always has a relevant business context.

A belief in ‘The organization, starting with its senior leaders, has an

coaching—and
abackbone (the
practices and
systems to
encourage and
reward it)

established belief that coaching by managers is important—not
only to workforce development or to a solid leadership pipeline
but also to the achievement of current business priorities.
Without this belief, leaders would say, “I've too much work to
do, no time to coach.” Systems and practices (e.g. recruiting,
competencies, performance management, promotions,
compensation) align with espoused beliefs. Managers who
coach are held up as role models.

Individualized
partnerships

Managers establish unique coaching partnerships with their
team members based on an understanding of each employee’s
motivators, skills, and preferences about being coached.
Employees share accountability for successful coaching. This
personalized approach enables managers to be more strategic,
effective, and efficient coaches.

Coaching
essentials

Managers build strong relationships by establishing trust,
building confidence, and unleashing potential. This isn't
done through feedback or specific coaching conversation
skills. Managers get to know each team member, have regular,
honest conversations, and create a supportive, encouraging
environment through a variety of leadership actions. This
foundation enables them to weave coaching seamlessly into
their employee interactions.

Skills

Managers seck coaching moments to coach informally in
addition to conducting more formal check-ins. They use skills
appropriately (given the individualized partnerships they've
established) to address specific situations and employee requests,

Source: BlessingWhite, “The Coaching Conundrum: Building a Coaching Culture That Drives

Organizational Success;” November 2008, http:/blessingwhi
comnid - at-20007. Comtesy oF Bles

e.com/research-report/the-coaching-
ingWhite Research, ww.blessingwhite.com/research.
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Steps

Actions

Change your
talk

Make sure leaders speak of long-term talent management and
immediate business results in the same breath and when they
talk about coaching. Coaching should be seen as a drive for

(1) performance which plays out in business results, (2) the
identification of future talent, and (3) development of essential
skills. A coaching culture should start with the CEO’s operations
priorities and public commitments.

Tell personal

“The stories you tell reflect the organization’s core values and

stories beliefs. Encourage leaders to tell personal stories that emphasize
the role coaching played in their success. Repeat these stories to
weave a belief in coaching into your cultural fabric.
Profile Sceing often comes before believing. So identify and showcase
“coaching coaching role models instead of your usual get-
leaders” an-executive-advocate-for-your-HR-initiative tactic.
* Who are the coaching leaders in your organization?
+ Who are the leaders for whom coaching is just a way of life?
* How can you profile them?
+ How can they share their personal experience of discovering
the impact coaching can have?
Set clear Do your leaders know that coaching is part of their job? Is
expectations coaching part of your organization’s leadership model? Turn
leadership competencies into a first step in establishing a coaching
culture. Then weave those competencies and a leadership model
into your performance management process.
Build What gets measured, gets done. Leaders often work on tying
accountability compensation and performance management to coaching

and rewards

activities, but few claim victory. Sometimes managers need to
be coerced or cajoled into trying a new behavior or stepping
out of their comfort zone. In the case of establishing coaching
partnerships, once managers experience the benefits, it becomes

common practice and managers become true believers.

Source: BlessingWhite, “The Coaching Conundrum: Building a Coaching Culture That Drives

Organizat

nal Success)” November 2008, hitp:/blessingwhite.com/research-report/the-coaching-
conundrum-report-2009/. Courtesy of Ble:

ingWhite Research, www.blessingwhite.com/research.
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Informal Mentoring

Formal Mentoring

Spontancous by the participants

Planned by the organization

No defined end; may result in
lifetime relationship

Designated end time; 4 months to 2
relationships years, more o less

Comprehensive or universal impact

‘Tailored for intentional impact in a specific
arca

Relationship between mentor and
mentor evolves

Mentor and mentor are matched pairings

Special chemistry usually exists
between mentor and mentor

Usually a signed commitment agreement exits
between mentor and mentor

Generally no organizational support
is available

Mentoring supported by the organization

Informal evaluation at completion
of mentoring process

Monitored evaluation

Voluntary

Voluntary; participation may be part of a
performance evaluation

Source: A Plan to Implement Assisted Mentoring (1995). Retrieved from hitps//vwww.au.af.millau/awe/

awcgate/mentor/mentorhtm.
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Proficiency Level

Description

Limited + Competency has been minimally demonstrated
+ May have had limited opportunity to apply the competency
+ May have limited understanding of the competency

Basic + Basic understanding or knowledge needed for the job

Requires some guidance or supervision when applying the
competency

Understands and can discuss terminology and concepts related
to the competency
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Support Completion

Action Measure Required ~ Status Date
2. Scheduleindividual Meetings yield ~ President/  Begin January ~ March 2016

‘meetings with data which form s vice 2016

senior vice the basis to president

presidents tolearn  position HRasa  of human

their strategic key department  resources

initiatives and business internal

ways HR might strategist.

provide support to

be completed by

May 2016.

By August 1, Develop and Sr. vice Inprogress.  August 1,

implementanew  implement president  Developing 2016

staff performance  a pre- and of human  pre-survey

system for post-survey resources  assessment to

‘manufacturing assessment to be completed

employees using  determine if new by February 1,

clearly defined performance 2016

processes and management

guidelines so system met

employees and the program’s

managers can objective.

competently

evaluate

performance and

develop their

careers.

Source: Cami Ressler, 2014, Unpublished manuscript. Mechanicsburg, PA: Career Mobility LLC.
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Design Element
SP = Succession Planning
CP = Career Planning

Option 1
Name

Option 2
Name

Option3
Name

Option4
Name

Option5

Name

Competency modeling (SP) (CP)

Library of competencies

Sharing options across enterprisc

Customizable question sets

Sharing options

Educational support programs
for raters/employees

Other

Job descriptions (CP)

Customizable templates
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Design Element
SP = Succession Planning
CP = Career Planning

Option 1
Name

Option2.
Name

Option 3
Name

Option4
Name

Option
Name

Job analysis options.

Sharable platform for feedback

Multi-rater Feedback (SP)

Customizable question sets

Sharing options across enterprise

Individual development plan
built-in

Customizable tools

Career planning resource options
(list)

Integration with performance
appraisals

Other

Potential assessment (SP)

Behavioral interview summaries

Personality assessments

360-degree feedback

Leadership style assessments

Action plans—integrated and
automated

Other

Assess promotion potential (CP)

Career aptitude tests

Career assessment

Encourages career discussions
with mentors/managers

Individual development
assessment (SP)

IDP tools—customizable

Sharing options

Employee accessibi

options

Other

Narrow gaps in promotion
potential through development
(cp)

Interactive/customizable IDP
templates
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Design Element
SP = Succession Planning
CP = Career Planning

Option 1
Name

Option 2
Name

Option3
Name

Option4
Name

Option5
Name

Management input for future
competency needs/career
counseling

Goal development and tracking

“Tracking options for tasks,
development opportunities

Report options

Competency inventory (SP)

Scarchable library

Abilityto add from other sources

Other

Implementation and evaluation
options

Reporting options—list
organization requirements
(SP) (CP)

Overall case of use rating
1= poor 5 = excellent

‘Technology support rating
1 = poor 5 = excellent

Overall customizability rating
1= poor 5 = excellent

Source: Maureen C. Jones, 2015.
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Establish Direction: Gain organizational
committment from the top

Identify: What social relationships are crucial and
who is connected to those relationships?

Clarify: Who is at risk leaving?

Manage: Establish mentoring relationship between
exisiting social relationship and new connections.
Monitor progress and transfer of knowledge.

Evaluate: Create a process for regular process
evaluation and necessary revisions: Make leaders
accountable.

Source: Adapted from William J. Rothwell, “Social Relationship Succession Planning: A Neglected but
Important Issue?” Asian Quality, July-August (2007
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When Exhibiting Trust toward an Employee,
the CoachIs ...

Without Trust, Employee
Interprets Coach’s Behavior as

Initiating a discussion

Seems like a grilling

Offering a constructive critique

Its more like a scolding

Making a casual observation

1ts really nitpicking

Interested in both work and
family life

No, it snooping

Attentive to behavior and work
production

It glaring over my shoulder

Establishing some employee
goals

Feels more like commanding

Entrusting an employee to carry
out work

Seems like just shoveling more
work my way

Establishing a collaborative relationship

The same old supervisor/worker
deal

Source: Adapted from BlessingWhite, “The Coaching Conundrum: Buil

g a Coaching Culture

That Drives Organizational Success,” November 2008, http://blessingwhite.com/research-report/

the-coaching-conundrum-report-2009/.
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Identified Organizational Value

Assessment of How
Evident the Value Is
within the Organization
(1=Low; 10 = High)

Values System
Rank (1= Most
Valued within the
Organization)

Accountable for actions

Be a good steward of resources to
drive profits

Build a positive team environment
committed to collaboration, support,
and encouragement

Committed to self-development and
continuous learning

Deliver exceptional customer service

Drive innovation and change

Honesty and integrity in work
environment

Loyalty to the organization

Respect for others and professionalism

Respect for the environment and
sustainable growth

Serve and support local communities

Pracger Publishers, 2005), 94.

ource: William Rothwell and others, Carcer Planning and Succession Management (Westport, C
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Name Definition

Contract company ~ Worker who is ““under contract” with an organization to work

worker cither as a specialist or during a high-demand period.

Contingent Worker who does not have an implicit or explicit contract for

worker ongoing employment and who does not expect the current job
o last.

Source: Charles Muhl, “What Is an Employee? The Answer Depends on the Federal Law;” Monthly Labor
Review (January 2002): 3-10.
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Compentency Model Values System

(Job-Defined Behaviors) (Individual-Defined Behaviors)
« Business Knowledge « Advancement

+ Communication Skills « Integrity

« Teamwork/Collaboration « Change/Variety

l !

[ Recruitment, Engagement, and Employee Development |

!

| Job Performance I

Source: William Rothwell and others, Career Planning and Succession Management (Westport, CT:
Prasger Poblis
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Mission

What are you trying to do?

Strategy

What do you need to do to get
there?

v

Plan
What do you do now?

SN

Career Planning Succession Planning
« Mission « Mission
What do you do well and What are the leadership
what do you want o do need in the next 3-4
with your time? years?
* Strategy « Strategy
What are the guidepost How are future leader
you see that will be competencies going to be
markers along the journey? strengthened?
« Plan « Plan
What do you do in the next Who are the high potentials|
month to begin moving that are to be engaged in
closer to your goal? the succession plan?

illiam Rothwell and others, Career Planning and Succession Management (Westport, CT:
ers, 2005), 104,

Source: W
Praeger Publi
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Employee Assessment

Organizational Process Evaluation

Step 1
Step 2

Step 3

Step 4

Step 5

Step 6

What are the employee’s career goalst
What are the carcer experiences that are
relevant to promotional growth?

What are the key performance indicators
for achieving career goals?

What are the quality and

quantity standards that these key
performance indicators are being
measured against?

How will the employee’s past
performance with the company

impact readiness for career growth and
succession?

What might be included in the
employee's individual development plan
to prepare him or her for succession or to
meet individual career goals?

What are the job expectations?
What has the employee delivered
within the current job?

‘What are the critical indicators
for achieving successful job
performance?

What are the quality and quantity
standards that this job is being
‘measured against?

How might the employee's current
performance with the company
impact readiness for career growth
and succession?

What might be included in the
employee’s individual development
plan to prepare him or her for
succession or to meet individual
career goalst

Source: Adapted from Wil
(Westport, CT: Praeger Pul

\ers, 2005), 105.

n Rothwell and others, Carcer Planning and Succession Management
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Support Completion
Action Measure Required  Status Date
1. Identify possible  Selectand Stvice  Inprogress.  Junel1,2016
mentor through contact mentor  president  Contact
SHRM Mentor and set up of human  SHRM
Program by initial meeting  resources  Mentoring
June 2016. Hold  outlining goals Program Rep.
once a month and expectations on5/18/16.

mentoring
mectings for first 6
months.

for mentoring
relationship.
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Career Development of the Organizational Career Societal Context of Career

Individual Worker Development Development
1. Individual self-assessment 1. Initiate strategic 1. Capitalize on employee
corporate talent and civic
objectives responsibility
2. Personal perspective 2. Evaluate current 2. External resource/skill
interpretation workforce development outreach
3. Workplace environmental 3. Construct planof 3. Community/corporate
scanning action partnerships
4. Currentand future 4. Execute plan of
workplace opportunities action
5. Goal planning and 5. Examine, appraise,
achievement and reengineer

Source: William Rothwell and others, Career Planning and Succession Management (Westport, CT:

hers, 2005), 46.
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Organization

Sales

Marketing

Operations

Finance

Human
Resources

Source: Robert Jackson, 2014,
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Best Practices

Description

HCM importance

Informed chief suite

Investment in human

capital management

Finding skilled staff

Workforce development

Operations best practices

Operations results

‘The first step toward improvement is understanding that a
strategy (i.e., developing human capital) is worth emphasis
and investment. It seems obvious that senior executives
should recognize this, yet many don't.
Leaders can’t manage what they can’t (or don’t) measure.
(Measurement and review systems gauge the return from
human capital management in which metrics is regularly
monitored by CEO and senior staff.)
Supporting human capital development with the tools and
technologies for excellence sends a clear message regarding
the strategy’s importance to provide long-term support for
world-class human capital management.
It takes skilled staff, sufficient leadership, development
programs in place, and a high-performance HR function
to identify, hire, and retain skilled employees.
Executives often neglect training because “business is good
and we’re too busy” or “business is off and we can’t afford
to train” Best practice organizations devote 20+ hours or
even 40+ hours of training to each employee annually.
Best practice organizations also use training hours
differently:
© Some have established skill standards for a majority
of company positions and align their training to those
standards
o Others have applied standards and aligned training for
either all or some positions in the organization.
With any improvement approach, those doing the work
are in the best positions to identify and administer
improvements. Workforces in best practice organizations
are fully engaged in their organization’s specific
improvement methodology.
High-performance human capital management should
lead to a high-performance organization, one that
effectively delivers what customers want, when and how
they want it.

Source: John Brandt, George Tar

vecz, Bill Jackson, and James Clevenger, “Superior Human capital

Management: Establishing the Cornerstone of World-Class Operations,” DDI Trend Research, 2013.

Used by permission.
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6. Work/Life
Planning

Re-evaluate
goals on an
ongoing basis

5. Work
Avoid office | Adapt to the
politics organization

4. Marketing Yourself

Worksearch | Resumes/CV | Interviews | Negotiating
and letters job offers

3. Career Decision Making

Createavision | Make an initial | Setagoal | Developan
decision action plan

2. Research Occupations
Information | Information | Observeby | Gaining | Study career
search interviews job shadowing | experience | trends

1. Self-Assessment

Identify and prioritize your skills, ‘Target opportunities to match | Knowledge

values, and characteristics your talents and interests and learning

Source: Adapted from Career Development eManual (University of Waterloo, Waterloo, Canada
Retrieved from: hitp://www.cdm.uwaterloo.ca/. Used with permission from Career Services, Univer-
sity of Waterloo.
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Characteristic

‘Training

Learning

Task

Emphasis
Driver

Results
Time
Orientation
Range
Focus
Process

Structure

Process
Thinking
Change
Actions
Major role
of trainer
or learning
leader
Distribution
of power

Participant
time
Evaluation of
participant

Specific, often related to one
task

Knowing how
Instructor-led, provided for
participants

Predictive

Short term, task oriented
Specific objectives

Short or narrow

Imitative

Instructor uses traditional
classroom modalities such as
lecture, lab, recitation

Dependent, occurs when
training is scheduled
Dependent

Rote or repetitions

Targeted to a specific goal
Accepts and applies
Instructor, as content expert,
conveys material

“Faculty” controls the
content, learning process,
the conditions for learning
and the assessments, which
could lead to dependent,
unmotivated participants.
Participants may be passive
receivers of information.
Kirkpatrick's Four Levels of
Training Evaluation most
frequent model used:

+ Level 1 — Reaction

+ Level 2— Learning

+ Level 3— Behavior

+ Level 4 — Results

General, often related to overall
personal development

Asking why

Self-directed, initiated by participants

Variable
Long term/range

Broad goals

Wide

Creative

Learning objectives, action learning,
pecr-led discussions, small-group,
work/discussion groups; anywhere,
more often with an online system
Independent, problem-based, occurs
when it [is] must

Theoretical

Critical

Adaptable to many applications
Evaluates and interprets

Designers of learning environment
for participants; facilitators of student
active-learning; model expert through
processes

“Faculty” may control the content.
Power shared with participants so they
can be involved in the conditions of
learning. Balance of power leads to
greater participant responsibility.

Participants actively engaged in their
learning process

“Learning leader” shows concern for
well-being and success of participants.
Adaptation of learning interactions

to accommodate for individual
differences. Often difficult to measure.

Source: Adapted from Structured Trais

g wirsestricruredindnite com:
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Diversity Management Practices

Practices Defined

Diversity linked to performance.
This practice is often referred to as
an organization’s busiress case for
diversity

‘The understanding that a more diverse and
inclusive work environment can yield greater
productivity and help improve individual and
organizational performance

Measurement of the impact of
various aspects of  diversity program

A set of quantitative and qualitative measures
of the impact of various aspects of an overall
diversity program

Management accountability for the
progress of diversity initiatives

‘The means to ensure that leaders are responsible
for diversity by linking their performance
assessment and compensation to the progress of
diversity initiatives

Succession planning

An ongoing, strategic process for identifying
and developing a diverse pool of talent for an
organization’s potential future leaders

Recruitment

“The process of attractinga supply of qualified,
diverse applicants for employment

Employee involvement in an
organization’s diversity management

‘The contribution of employees in driving
diversity throughout an organization

Training for management and staff
about diversity management

Organizational efforts to inform and educate
management and staff about diversity

Source: GAO-05-90, “Diversity Management: Expert-Identified Leading Practices and Agency Exam-
ples, January 2005, http:/fwww.gao.goviassets250/245069.pdE.
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Directions: For cach barrier listed in the Left column below, identify ways to overcome the
barrier in the right column. There are no “right” or “wrong”answers in any absolute senses
rather, this model is intended to provide a way to organize thoughts for improvement.

Barriers Solutions to
Directors/Managers..... Overcome the Barriers

1 Arenotalways aware that they have a role to play in
building talent for the future

2 Do not know how to build talent for the future

3 Do not possess a full range of skills to engage in all

the ways they can build talent

4 May believe that the most important role played in
talent development is played by someone else—such
as top managers or the HR department

5 Mayassume that success at the current level will
guarantee success at higher levels

6 Arereluctant to get into building expectations for the
future

7 Arenot rewarded for building talent but are rewarded
for meeting daily work requirements

8 Arcnot punished for not building talent but are
rewarded for meeting daily work requirements

9 May fall prey to the “like me” fallacy

10 What other barriers can you think of?
List them below:

Source: William J. Rothwell and Maureen Connelly Jones, 2015.
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Competency

Definition

Communication
Interpersonal skills
Organizational

stewardship
Customer service

Personal
accountability

Demonstrates effective written and oral communication skills.
Communicates in a clear, concise, and organized manner.
Considers and responds to others with empathy and responds to
others with courtesy and respect. Secks first to understand then
to be understood.

Demonstrates integrity and accountability for his or her role and
makes effective use of organization resources.

Anticipates and meets the needs of both internal and external
customers. Goes beyond job requirements to ensure customers
receive high-quality products and services.

Assesses and considers one's strengths and weaknesses; pursues
self-development to enhance behaviors, knowledge, skills, and
abilities. Organizes and prioritizes work and demonstrates
accountability for thoroughness of work product.

Source: Cami Res

ler, 2014, Unpublished manuscript, Mechanicsburg, PA, Career Mobility LLC.
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Diversity Management Practices

Practices Defined

Commitment to diversity as
demonstrated and communicated
by an organization’s top leadership

Avision of diversity demonstrated and
communicated throughout an organization by
top-level management

The inclusion of diversity
management in an organization’s
strategic plan

A diversity strategy and plan that are developed
and aligned with the organization’s strategic
plan
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Leadership
Competencies
(Ex. Leading Change,
‘Coaching, Strategic Planning)

Technical Competencies
(Ex. Job Specific Competencies-
Evaluation Training Programs)

All Employee Competencies
(Ex. Communication and Interpersonal Skills or
Entrepreneurial Thinking)

Core Values Systems (Company + Employee)
(Ex. Company Mission and Individual Employee Values)

Source: U. S. Department of Labor, Employment and Training Administration, CareerOneStop, “Com-
petency Model Clearinghouse,” http://www.careeronestop.org/COMPETENCYMODEL/.
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Name

Definition

Independent
contractor

On-call worker

Temporary help
agency worker

Worker who contracts to do a piece of work according to his own
methods and is subject to his employer's control only as to the
end product or final result of the work.

Worker who is available literally when the phone rings to
supplement a permanent workforce when additional work is
required or in an emergency.

Worker who is actually employed by a temporary staffing agency
but is assigned to one or more organizations on an “as-needed”
basis.
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Competency and Description

Limited Basic Proficient Advanced Expert

Approachability

Easy to approach and talk with

Makes extra effort to put others at casc

Sensitive to and patient with others

Builds rapport

Listens to others

Makes others comfortable

Responds appropriately to others

Assists others when approached

Compassion

Genuinely cares about people

Expresses concern for others’ work and
non-work problems

Seeks to understand others’ issues and
concerns

Ready to help

Demonstrates a social conscience

Shows real empathy

Demonstrates responsiveness
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Characteristics of an Effectively Integrated
Career Development and Succession

How Would You Rate Your
Organization’s Integration of Career
Development and Succession Planning?

Your Organization Has Successfully ...

Neither
Good
Nor Poor|

Very
Poorly,

Very

Poorly| Good| Good|

7. Formalized a recurring evaluation
strategy to monitor carcer planning
and learning activities as a means of
establishing expectations for

accountability.

1 2 3 4 5

8. Used a structured evaluation tool or
approach to document present
individual competence and career
goal achievement to identify
organizational talent on demand.

9. Maintained a clear and consistent
employee advancement/reward
system that aligns with career
development efforts and succession
planning cfforts.

10. Performed frequent evaluations of
the integrated career and succession
program as a means to pinpoint areas
needing improvement.

Scoring: Add all the scores you circled in the right columns and enter the sum here:
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Position  Position Knowledge, ~ Employees  Employees with Potential

Title Description  Skills,and  Ready to Fill to Fill Position (Individual
Abilities Position development plans should be
Needed created from this list to move
to Fulfill them to the “ready” category)
Position

Sourc Miamresn Jones, uialibid marrscrpl Uniseeciiy Park, DA= Bann Stats Univecsity 2014,
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Survey Questions

Agree

Neither
Agree
Nor
Disagree

Disagree

Strongly
Disagree

Do Not
Know/ No
Basis to
Judge

| Tam given a real
opportunity to
improve my skills
in my organization.

»

I have enough
information to do
my job well.

@

1 feel encouraged to
come up with new
and better ways of
doing things.

I

My work gives me a|
feeling of personal
accomplishment.

o

1like the kind of
work I do.

)

Tknow what is
expected of me on
the job.

l

‘When needed, | am
willing to put in the
extra effort to get a
job done.

il

Tam constantly
looking for ways to
do myjob better.

b

Ihave sufficient
resources (for
example, people,
materials, budget)
to get my job done.

10.| My workload is
reasonable.

Source: GSA, Federal Services Viewpoint Survey. Retrieved from  hitp://www gsa.gov/portal

category/26597.
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Reasons to Leave an Organization  Overall (%)  Engaged (%)  Disengaged (%)
My career. I don’t have 26 27 25
opportunities to grow or

advance here.

My finances. I want to earn more 16 2 2
money.

My work. I don’t like what I do 15 6 24
or it doesn’t make the most of

my talents.

My desire for change. I want to 13 15 9
try something new.

My manager. I don't like working 10 7 13
for him or her.

My job conditions. I don’t have 8 10 7
the flexibility, commute, etc. that

I need.

The economy. I think better jobs 6 9 4
in my field are available.

My organization’s mission. 4 2 5
It conflicts with my personal

values.

My colleagues. I don’t want to 2 3 2

work around them.

Source: BlessingWhite, “Employee Engagement Research Update,” January 2013, http://blessingwhite.

Soitl sy e maneit s e A
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Responsibilities

of the: Accountability Outcomes
Individual Carcer planning Carcer goal alignment
through

self-assessment

Intrinsic desire to achieve

Personal

accountability

jation and structure

Goal achievement and
revis

Continual career development process
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and Maureen Connelly Jones, with Meg Brower
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Responsibilities

of the: Accountability Outcomes
Organizational Performance Methodologies for increased
management management productivity and satisfaction
360-degree feedback Provides clarity on knowledge
modeling skill assessment, performance, and
increased focus on developmental
succession efforts
Organization Employee Creates talent on hand for strategi
development needs and succession evaluation

Competency
identification

Clarifies needed skill sets for job
functions

Orientation to
corporate value,
ethics, and mission

Demonstrates executive commitment
to core business practices and goals

Exccutive/
‘managerial-level
development

Develops competencies to effectively
carry out defined objectives

Total compensation
packages

Ensures equity, relative competitive
wages, and workplace satisfaction

Source: William Rothwell and others, Career Planning and Succession Management (Westport,

Praeger Publishers, 2005), 213.
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Do

But Be Cautious.

Start with clear and open
communication that explains
details—get everyone on the same
page

Avoid using this as a quick survey once a
year

Leadership, with employee input,
should map out the process and goals
for the program and communicate in
a variety of ways

Starting a program without researching
best practices, training and educating, and
providing follow-through

Address organizational culture
concerns before starting

comparing one employee to
another—focus on the employee’s
opportunities

Begin and then be consistent in using
this as a long term and ongoing
measure

Using stock surveys and not individualizing
them for your organization

Foster open lines of communication
between leader and employee before
beginning a 360-degree feedback
program

When creating the lst of raters—did you
include all key personnel (Internal and
external as appropriate)?

Train everyone involved: How to give
and receive feedback, use of tools,
resources—leaders, employees, raters

Cultural differences—consider if they
impact the raters, communication, or
interpretation of results and work to
balance the process

Have competency models in place

With raters who might see this opportunity
for any negative purpose

Provide information on how
feedback will and will not be used

Source: Adapted from George Vukotich, “360 Feedback: Ready, Fire,

m: Issues with Improper Imple-

mentation,” Performance Improvement 53, no. 1 (2014): 33,
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Common Issues Used to Build Value Proposition

Stakeholders

Growth:

 Top talent needs to find opportunities tied to business plans

as well as personal interests and skill sets in order to engage/

retain them and maximize their productivity.

Compensation plans neither drive the right behavior nor

are they tied to tangible business results.

Need more accurate data to support workforce planning

and budgeting.

Savings needs:

Find qualified talent at the lowest

possible cost.

Avoid exorbitant and unpredictable

overtime costs.

More efficient business processes so employees and

managers waste less time and are more productive.

Risk Avoidance needs:

. Avoid tangible and opportunity costs associated with
regrettable turnover as well as mistakes made in mission-
critical roles.

.+ More accurate intelligence to avoid litigation and fines.

Growth:

+ Need scalable solutions with global capabilities to support
growth of workforce.

Savings needs:

+ Cannot afford permanent staff to maintain HRIT
infrastructure.

* Need to reduce the number of redundant systems and/or
integration points.

Risk Avoidance needs:

+ Accurately provision access facilities and systems based on
people being hired or transferred into certain positions and
terminated by the organization.

* Need to ensure workforce data is secure in accordance with
laws where the organization operates.

CEO/COO/CFO

c1o
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Common Issues Used to Build Value Proposition Stakeholders
Growth needs: CHRO
- Pull HR business partners out of the transactional weeds to Chief Human

focus on consultative and strategic activities tied to growing
the business.

Produce accurate and reliable business intelligence to
support the decision-making and planning.

Savings needs:

Eliminate wasteful spending in centers of excellence (¢.g.
recruitment, learning & development) by determining
which investments drive value and which ones do not (e.g.,
hiring sources, training programs, compensation programs).
Regionalize, share and/or outsource HR services.

Risk Avoidance needs:

 More accurate intelligence (e.g., proof of performance
ssues, non-discriminatory hiring and compensation
practices) to avoid litigation and fines.

Resources Officers
need to ensure
policies, practices,
and policies are
supportive of
organizational
culture, which,
depending on
business strategy,
may emphasize
growth/innovation
and efficiency/savings
to different degrees.
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Characteristics of an Effectively Integrated
Career Development and Succession
Planning Program

How Would You Rate Your
Organization’s Integration of Career
Development and Succession Planning?

Your Organization Has Successfully ...

Neither
Good
Nor Poor|

Very
Poorly,

Very

Poorly| Good| Good

1. Defined the purpose and goals of
an integrated career and succession
program for your organization.

1 2 3 4 5

2. Determined what performance is presently
needed for job categories through the
creation of competency models.

3. Established a formal career planning
structure to identify and address employee
competency needs, career planning needs,
and goal actualization.

4. Created a methodology to assess
employee performance and current
competency requirements as a means for
comparing competency models and
career development activitics.

Specified what future performance will
be needed through future competency
models.

6. Implemented a specific individual
development plan (IDP) to address skill
gaps, monitor career planning activities,
and identify future training needs.
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Step | Clarify the CEO's expectations

Step 2 Establish competency models and value models

Step 3 Conduct multi-rater, full-circle assessment

Step 4 Establish (or reengineer) a performance management system
Step 5 Establish potential assessment

Step 6 Establish a means of ongoing individual development planning
Step 7 Implement individual development plans

Step 8 Establish a competency inventory

Step 9 Establish individual and organizational accountability

Step 10 Evaluate results

Source: Adapted from William Rothwell and others, Career Planning and Succession Management
(Westport, CT: Praeger Publishers, 2005), 39.






