Employee Development & Training
The challenges associated with the changing nature of work and the workplace environment are real everywhere. Rapid change requires a skilled, knowledgeable workforce with employees who are adaptive, flexible, and focused on the future.

As a manager, one of your key responsibilities is to develop your staff. The Philosophy of Human Resources Management states that you can:

"Encourage growth and career development of employees by coaching, and by helping employees achieve their personal goals.  You can develop human resources by providing adequate training... encouragement of staff development, and opportunities for growth."

It is recognizes that employee development requires a shared responsibility among the institution, manager, and the employee. In this partnership:

The institution
Ensures that policies and programs facilitate the continuing development of staff

The Manager
Work with staff to: assess and provide feedback on their skills and interests; select training and development activities that match their career development objectives and job needs; use the Development & Training catalog as a tool to tell employees about training and development opportunities on campus and to create an annual development plan; stay informed of current policies and practices that support employee development; follow up with employees after a learning activity to integrate new skills and knowledge into their responsibilities 

The employee
Takes initiative to assess skills and interests and seek development activities that match needs; works with you to identify training and development objectives. Most employee development and training programs fall under the following categories:
· Management Development; 
· Career Development; 
· Basic Skills; 
· Professional Skills; 
· Technical Training;
· Supervisory Skills 

Your support of training and development creates a "Win" for the employee and for your workplace. You will have:

· Employees with upgraded skills, working to their full potential and equipped to deal with the changing demands of the workplace; 
· employees with higher morale, career satisfaction, creativity, and motivation; 
· increased productivity and responsiveness in meeting departmental objectives
Career Development

Career development is the ongoing acquisition or refinement of skills and knowledge, including job mastery and professional development, coupled with career planning activities. Job mastery skills are those that are necessary to successfully perform one's job. Professional development skills are the skills and knowledge that go beyond the scope of the employee's job description, although they may indirectly improve job performance. 

Since career development is an ongoing, dynamic process, employees may need encouragement and support in reviewing and re-assessing their goals and activities. You are in a key position to provide valuable feedback and learning activities or resources. Formal training and classes away from the job are effective in providing new information, but adult learners also need to practice new skills. Therefore, you can contribute significantly to your staff member's career development by supporting career development activities within your department. 

Guiding Principles in Career Development
Your support for career development is important because: 

· Current information about the organization and future trends helps employees create more realistic career development goals 

· Focus on skill development contributes to learning opportunities 

· Opportunities for promotion and/or lateral moves contribute to the employee's career satisfaction 

· A greater sense of responsibility for managing one's own career contributes to self-confidence 

· Career planning and development clarifies the match between organizational and individual employee goals 

· It's cost-effective to use your own staff talent to provide career development opportunities within your department 

· Career development increases employee motivation and productivity 

· Attention to career development helps you attract top staff and retain valued employees 

· Supporting career development and growth of employees is mandated by the Philosophy of Human Resources Management 

How a Manager can Support Career Development 

· Annually, conduct an individual development plan and career discussion with employees and require other supervisors in your department to do the same. 

· Hold supervisors in your department accountable for supporting employee development efforts. 

· Create programs and activities to provide skill development, such as job rotation, cross-training, mentoring, internships, coaching, and career strategy groups. 

· Recognize that your role includes providing support and/or release time for staff members' development beyond their current jobs.  Refer to the Education and Development Leave policy and the Flextime Scheduling: Guidelines and Procedures policy. 

· Support requests for alternate work schedules from staff members. 

· Serve as a role model by participating in career and professional development opportunities yourself. 

· See staff members' applications for other positions as a healthy sign of a dynamic workplace. 

· Support lateral moves within your organization. 

· Refer employees to the Staff Internship Program to explore opportunities to apply for career development internships or self-initiate an internship in an area of special interest. 

· Create job vacancy listings that allow for the most diverse applicant pool while honoring transferable skills. 

Roles a Manager can play in Career Development
COACH: Helps employees identify strengths, weaknesses, interests, and values by maintaining open, effective communication and ongoing encouragement. You can improve your coaching by: 

· Encouraging two-way dialogue 

· Showing employees how to identify their skills, interests, and values 

· Scheduling uninterrupted career development discussions 

ADVISOR: Provides organizational information, realities, and resources to employees. You can improve your advising by: 

· Helping employees develop realistic career goals based on your department's needs and their individual development plans 

· Helping employees understand the current opportunities and limitations  

· Advising employees on the feasibility of various career options 

APPRAISER: Evaluates employees' performance in an open, candid way and relates this to potential opportunities. You can improve your appraisal skills by: 

· Providing frequent feedback in a way that fosters development 

· Conducting performance appraisals that define strengths, weaknesses, and career development needs 

· Relating current performance to future potential in realistic ways 

· Using an individual development plan as a tool for continual feedback and development 

REFERRAL AGENT: Helps employees meet their goals through contacts with people and resources. You can improve your referral agent skills by: 

· Helping employees formulate development plans and consulting on strategies 

· Providing opportunities for experience, exposure, and visibility, such as committees and task forces) 

· Using personal resources who you know and what you know to create opportunities 

· Assisting in seeking employees' placement lateral or vertical 
Management Development

The management and leadership development process is flexible and continuous, linking an individual's development to the goals of the job and the organization. Management development programs on campus give you the opportunity to develop a broad base of skills and knowledge that can be applied to many jobs on campus. D&T's management development curriculum is changing. The overarching goal is a comprehensive curriculum for managers and supervisors to develop the necessary core competencies to become excellent leaders. The Employee Relations Unit also provides training for managers and supervisors, along with performance management tools. Expanding management core competencies will enable campus managers to keep pace with the demands of a changing organization. 

Guiding Principles

Management development activities can: 

· Encourage growth and career development of employees as stated in the Philosophy of Human Resources Management 

· Improve skills and knowledge that can be immediately applied at work 

· Increase motivation and job satisfaction 

· Create a network of colleagues for problem-solving and support 

· Promote communication and planning throughout campus and department networks 

How to Support Management Development 

· Model the behavior you are encouraging; don't neglect your own development. 

· Discuss and create a development plan during the performance planning cycle. 

· Endorse employees attending classes and activities that support development plans and goals. 

· Discuss what the employee learned in classes and support integrating new ideas/methods. 

· Provide timely behavioral feedback on performance and discuss ways to improve and develop further. 

· Provide opportunities for your employees to develop through mentoring, cross-training, internships, campus staff organizations, professional associations, committee and task force assignments, skill assessment programs, and university degree and extension programs.
It’s hard to think of an important aspect of management more neglected than development planning: helping your employees shape the future direction of their careers.  Yet for a variety of reasons, this valuable activity is often ignored… or handled as a bureaucratic exercise… or an afterthought.  Companies pay a high price: the loss of top young talent.

 “Dissatisfaction with some employee-development efforts appears to fuel many early exits.  We asked young managers what their employers do to help them grow in their jobs and what they’d like their employers to do, and found some large gaps.  Workers reported that companies generally satisfy their needs for on-the-job development and that they value these opportunities, which include high-visibility positions and significant increases in responsibility.   But they’re not getting much in the way of formal development, such as training, mentoring and coaching – things they also value highly.” Harvard Business Journal
Why is development planning frequently ignored?
1)  We tend to focus most on the here and now.   So many businesses are in a constant frenetic state of upheaval, reorganizations and trying to do more with less.   In this environment, managers naturally tend to be most focused on essential day-to-day operations and less interested in longer-term activities perceived as having less certain payback.

2) Some bureaucratic exercises are done but not acted upon.  When I was in corporate management, we spent a fair amount of time trying to fit employees into nearly incomprehensible matrices with too many descriptive boxes (“Intergalactic Star,” Diamond Amid Coal,” “Wolverine Tendencies,” “Wicked Lot of Problems” and so on – my own fanciful categories).  The problem was, the exercises were so confusing and time-consuming that we were satisfied just to complete them, and seldom did much constructive with the data.

3) There’s just no time for it.  This is (as those younger than I often put it) the “lamest” excuse of all.  There’s always time for important activities.  If you believe that development planning is a valuable managerial function, just make it a priority and carve out the minutes and hours for it.

Why development planning makes good business sense
1) People care if you take a genuine interest in their future.   Emphasis here on “genuine.”   Development planning should be something a manager takes a real personal interest in – not an HR-driven mandate.  (Note: I am a strong believer in the value a good solid HR organization brings to a company.  But I’m also opposed to making the simple needlessly complex.)

2) It helps builds loyalty, and loyalty increases productivity.  The logical corollary to point #1.  Taking an honest interest in someone builds loyalty.  Loyal employees are more engaged.  Engaged employees are more productive.

3) Good talented people naturally want to advance, and appreciate meaningful support in the process.  As the HBR study showed, capable ambitious young employees want training, mentoring and coaching.   They want to gain skills.  They want to become more versatile and valuable to an organization.  Many years ago my company invested heavily in my MBA, and it always meant a great deal to me.   Who doesn’t appreciate thoughtful support that helps you advance your own career?   But the flip side is, if one company doesn’t provide it, enterprising employees will go elsewhere for it.

One final thought: Development planning doesn’t have to be elaborate or costly.  At its core it’s mostly a matter of good managers taking the person-to-person time to understand their employees… recognizing their skills and needs… and guiding them to fill in the gaps.   If it’s done well, the payoff can be substantial in terms of long-term loyalty.   If it’s not, the costs can be substantial in terms of long-term talent.

Implementing an Employee Training & Development Program

Components of a successful employee learning experience
Based on adult learning principles, here is a checklist for a successful employee learning experience:

· The goals of the employee training or development program are clear 

· The employees are involved in determining the knowledge, skills and abilities to be learned

· The employees are participating in activities during the learning process 

· The work experiences and knowledge that employees bring to each learning situation are used as a resource 

· A practical and problem-centered approach based on real examples is used

· New material is connected to the employee's past learning and work experience

· The employees are given an opportunity to reinforce what they learn by practicing

· The learning environment is informal, safe and supportive 

· The individual employee is shown respect 

· The learning opportunity promotes positive self-esteem

 The employee training and development process
Learning happens all the time whether or not you are fully aware of it. Are you a person who forgets to save your work on your computer on a regular basis? If a power failure occurs and you lose some data, do you learn anything? If you say to yourself, "I must remember to save more often", you have done some learning. This type of learning is called incidental learning; you have learned without really thinking about it or meaning to. On the other hand, intentional learning happens when you engage in activities with an attitude of "what can I learn from this?" Employee development requires you to approach everyday activity with the intention of learning from what is going on around you. 
Who is responsible for employee training and development?
Employee training is the responsibility of the organization. Employee development is a shared responsibility of management and the individual employee. The responsibility of management is to provide the right resources and an environment that supports the growth and development needs of the individual employee.

For employee training and development to be successful, management should:

· Provide a well-crafted job description - it is the foundation upon which employee training and development activities are built

· Provide training required by employees to meet the basic competencies for the job. This is usually the supervisor's responsibility 

· Develop a good understanding of the knowledge, skills and abilities that the organization will need in the future. What are the long-term goals of the organization and what are the implications of these goals for employee development? Share this knowledge with staff

· Look for learning opportunities in every-day activity. Was there an incident with a client that everyone could learn from? Is there a new government report with implications for the organization? 

· Explain the employee development process and encourage staff to develop individual development plans 

· Support staff when they identify learning activities that make them an asset to your organization both now and in the future 

For employee development to be a success, the individual employee should:

· Look for learning opportunities in everyday activities 

· Identify goals and activities for development and prepare an individual development plan
The individual development planning process
	An individual development plan is prepared by the employee in partnership with his or her supervisor. The plan is based upon the needs of the employee, the position and the organization. A good individual development plan will be interesting, achievable, practical and realistic. It is implemented with the approval of the employee's supervisor.


	Individual Development Plan 


Step 1 - Self-assessment
The employee identifies his or her skills, abilities, values, strengths and weaknesses. To conduct a self-assessment: 

· Use the many self-assessment tools found on the internet

· Compare your knowledge, skills and abilities to those identified in your job description

· Review performance assessments (performance assessments are often used as the starting place for developing individual development plans) 

	· Ask for feedback from your supervisor  


Step 2 - Assess your current position and your work environment
The employee does an assessment of the requirement of his or her position at the present time and how the requirements of the position and/or organization may change. To conduct a position assessment: 

· Identify the job requirements and performance expectations of your current position

· Identify the knowledge, skills and abilities that will enhance your ability to perform your current job 

· Identify and assess the impact on your position of changes taking place in the work environment such as changes in clients, programs, services and technology.

Based on your analysis in Steps 1 and 2, use the sample Individual Development Plan form to answer the following questions: 

· What goals do you want to achieve in your career? 

· Which of these development goals are mutually beneficial to you and your organization?

Write what you would like to achieve as goals. Select two or three goals to work on at a time. Set a time frame for accomplishing your goals. 
Step 3 - Identify development activities
Identify the best ways to achieve your development goals. 

· What methods will you use?

· What resources will be required? 

 

Step 4 - Put your plan in action
Once you have prepared a draft of your individual development plan: 

· Review your plan with your supervisor for his or her input and approval

· Start working on your plan

· Evaluate your progress and make adjustments as necessary
· Celebrate your successes

Cost-effective methods for employee training and development
Employee training and development needs to suit your organization's context, job descriptions, employment contracts and collective agreements. When selecting employee training and development methods, it is important to remember the learning process. There are many ways to provide employees with learning opportunities, including:

On-the-job experience
Committees
· Committees are part of every-day activity in any organization. They can also be effective learning tools, with the right focus

· Committees made up of staff from different areas of your organization will enhance learning by allowing members to see issues from different perspectives

· Set aside part of the committee's work time to discuss issues or trends that may impact on the organization in the future  

Conferences and forums
· Employees can attend conferences that focus on topics of relevance to their position and the organization

· Upon their return, have the employee make a presentation to other staff as a way of enhancing the individual's learning experience and as a way of enhancing the organization. (Some conferences and forums may be considered off-the-job learning)

Critical incident notes 

· Day-to-day activities are always a source of learning opportunities

· Select the best of these opportunities and write up critical incident notes for staff to learn from. Maybe a client complaint was handled effectively. Write a brief summary of the incident and identify the employee's actions that led to a successful resolution

· Share the notes with the employee involved and with others as appropriate. If the situation was not handled well, again write a brief description of the situation identifying areas for improvement

· Discuss the critical incident notes with the employee and identify the areas for the employee to improve upon and how you will assist the employee in doing this

Field trips 

· If your organization has staff at more than one site, provide employees with an opportunity to visit the other sites

· This helps your employees gain a better understanding of the full range of programs and clients that your organization serves

· Field trips to other organizations serving a similar clientele or with similar positions can also provide a valuable learning experience

· Give staff going on field trips a list of questions to answer or a list of things to look for

· Follow up the field trip by having staff explain what they have learned and how they can apply that learning to your organization. (Fieldtrips can also be an off-the-job activity)

Job aids 

· Tools can be given to employees to help them perform their jobs better. These tools include: manuals, checklists, phone lists, procedural guidelines, decision guidelines and so forth

· Job aids are very useful for new employees, employees taking on new responsibilities and for activities that happen infrequently

Job expanding 

· Once an employee has mastered the requirements of his or her job and is performing satisfactorily, s/he may want greater challenges. Consider assigning new additional duties to the employee

· Which duties to assign should be decided by the employee and her or his manager

· Organizations with flat organizational structure are starting to give some managerial tasks to experienced staff as a way of keeping those staff challenged

Job rotation 

· On a temporary basis, employees can be given the opportunity to work in a different area of the organization

· The employee keeps his or her existing job but fills in for or exchanges responsibilities with another employee 

Job shadowing 

· If an employee wants to learn what someone else in your organization does, your employee can follow that person and observe him or her at work

· Usually the person doing the shadowing does not help with the work that is being done

Learning alerts 

· Newspaper articles, government announcements and reports can be used as learning alerts

· Prepare a brief covering page which could include a short summary and one or two key questions for your employees to consider. Then circulate the item

· Include the item on the agenda of your next staff meeting for a brief discussion

Peer-assisted learning 

· Two employees agree to help each other learn different tasks. Both employees should have an area of expertise that the co-worker can benefit from

· The employees take turns helping their co-worker master the knowledge or skill that they have to share

'Stretch' assignments 

· These assignments give the employee an opportunity to stretch past his or her current abilities. For example, a stretch assignment could require an employee to chair a meeting if the person has never done this before

· To ensure that chairing the meeting is a good learning experience, the manager should take time after the meeting to discuss with the employee what went well and what could have been improved

Special projects 

· Give an employee an opportunity to work on a project that is normally outside his or her job duties. For example, someone who has expressed an interest in events planning could be given the opportunity to work as part of a special events team

Relationships and feedback methods
Coaching 

· Coaching refers to a pre-arranged agreement between an experienced manager and his or her employee. The role of the coach is to demonstrate skills and to give the employee guidance, feedback, and reassurance while s/he practices the new skill
Mentoring 

· Mentoring is similar to coaching. Mentoring occurs when a senior, experienced manager provides guidance and advice to a junior employee

· The two people involved have usually developed a working relationship based on shared interest and values

Networking 

· Some professional specialties have informal networks designed to meet the professional development need of the members. Members meet to discuss current issues and to share information and resources

Performance appraisal 

· Performance appraisals are partly evaluation and partly developmental. In traditional performance appraisals the manager and employee evaluate the employee's strengths and weaknesses. In a 360-degree performance appraisal, feedback is gathered from supervisors, peers, staff, other colleagues and sometimes clients. The results of an appraisal can be used to identify areas for further development of the employee 
Classroom training methods
Courses, seminars, workshops 

· These are formal training opportunities that can be offered to employees either internally or externally. A trainer, facilitator and/or subject matter expert can be brought into your organization to provide the training session or an employee can be sent to one of these learning opportunities during work time

Off-the-job learning methods
Courses offered by colleges or universities 

· Many colleges and universities offer courses relevant to employees in the non-profit sector. Employees may attend these classes on their own time or your organization may give them time off with pay to attend. Employees are often compensated by the organization for the cost of the course
Professional associations 

· Professional associations, like networks, provide employees an opportunity to stay current in their chosen field

Reading groups (also called learning circles or reading circles) 

· A group of staff meets to discuss books or articles relevant to the workplace/organization. Meetings usually take place outside normal working hours, such as noon hour or right after work

Self-study 

· Self-paced independent reading, e-learning courses and volunteer work all provide learning opportunities. The employee engages in the learning activity by choice and at his or her desired pace of learning

· Information and course offered by the internet are called e-learning. A variety of learning opportunities can be accessed this way. The choices range from formal training offered by colleges and universities, to an informal walk-through of a given subject, to reading reports on a topic. E-learning can take place on or off the job
Career Planning

How is career planning different from career development
Career planning is only the beginning of the story. Formulating a detailed plan is the first chapter in your career story and career development (also called career management) will be “the rest of the story.”

Career planning will ideally serve as an ongoing “editor” for all of the remaining chapters as you go along.  A career plan should be viewed as a “work in progress” because it needs to be flexible enough to change with the times. Some career-planning experts have combined the two phases and call them “career development plans.”

Working diligently on career management is essential to overall success of original career plan. That’s why career planning should be coordinated with career development. One does not work well without the other.
Career Planning: 
Definitions:
· A career may be defined as ‘a sequence of jobs that constitute what a person does for a living’.

· According to Schermerborn, Hunt, and Osborn, ‘Career planning is a process of systematically matching career goals and individual capabilities with opportunities for their fulfillment’.

· Career planning is the process of enhancing an employee’s future value.

· A career plan is an individual’s choice of occupation, organization and career path.

Career planning encourages individuals to explore and gather information, which enables them to syn​thesize, gain competencies, make decisions, set goals and take action. It is a crucial phase of human resource development that helps the employees in making strategy for work-life balance.

Features of Career Planning and Career Development:

1. It is an ongoing process.

2. It helps individuals develop skills required to fulfill different career roles.

3. It strengthens work-related activities in the organization.

4. It defines life, career, abilities, and interests of the employees.

5. It can also give professional directions, as they relate to career goals.

Objectives of Career Planning:
NB: Refer also to other objectives discussed in lecture session
1. To identify positive characteristics of the employees.

2. To develop awareness about each employee’s uniqueness.

3. To respect feelings of other employees.

4. To attract talented employees to the organization.

5. To train employees towards team-building skills.

6. To create healthy ways of dealing with conflicts, emotions, and stress.

Benefits of Career Planning:
1. Career planning ensures a constant supply of promotable employees.

2. It helps in improving the loyalty of employees.

3. Career planning encourages an employee’s growth and development.

4. It discourages the negative attitude of superiors who are interested in suppressing the growth of the subordinates.

5. It ensures that senior management knows about the calibre and capacity of the employees who can move upwards.

6. It can always create a team of employees prepared enough to meet any contingency.

7. Career planning reduces labour turnover.

8. Every organization prepares succession planning towards which career planning is the first step.
Career Planning Process

Four Major Steps Involved in Career Planning Process

The four steps involved in career planning process are as follows: 
1. Analysing employee needs and aspirations
 2. Analysing Career Opportunities 
3. Identifying congruence and incongruence 
4. Action plans and periodic review.
Employees join organisations to fulfill their career goals and aspirations, on the one hand, and organisations provide them opportunities available with them, on the other. The difference between the employee’s aspirations and organisational opportunities, if any, gives rise to a situation of conflict between the two.

If the conflict, or say, incongruence is allowed to persist, employees experience dissatisfaction and, in turn, withdraw themselves from being actively engaged in the productive pursuits. The same underlines the need for career planning. The career planning is a process to assist the employees to achieve a better match between their career goals and the opportunities available in the organisation.

The career planning as a process involves the following steps:
 
1. Analysing employee needs and aspirations:
Sometimes, most of the employees do not know their career anchors and aspirations. Organisations also assume the career goals and aspirations of employees which need not be in tune with the reality. Therefore, first of all, an analysis of the em​ployee career anchors, aspirations and goals must be done through objective assessment.

This assessment is based on personnel inventory. Since most employees do not have a clear idea of their career anchors and aspirations, they, therefore, need to be provided as much information about these matters as possible informing what kind of work would suit the employee most considering his/her skills, experience and aptitude into account.
2. Analysing Career Opportunities:
Once career aspirations and goals of employee are known, there is a need to analyse various career opportunities available to offer under prevailing career paths in the organisation. Career paths indicate career progression. Here also, since many employees may not be aware of their own career progression path, this needs to be made known to them.

Sometimes organisations may offer career progression at a particular level for both young direct recruits and own older employees through promotions. Recognizing varying kinds of career anchors and aspirations of the two types of employees, organisations need to outline career paths striking a balance between those of internal employees with experience but without professional degree and those new recruits with excellent professional degree but lacking experience.

3. Identifying congruence and incongruence:
At this stage, a mechanism for identifying con​gruence between employee career aspirations and organisational career system is developed. This helps identify specific areas where mismatch or incongruence prevails. This is done through relating different jobs to different career opportunities. Such a mechanism of match and mismatch between career aspirations and opportunities enables the organisation to develop realistic career goals, both long-term and short-term.

4. Action plans and periodic review:
Having identified the mismatch, now it is necessary to formulate an alternative strategy to deal with the same.

Some of the strategies adopted by several organisations include the following:

(a) Changes in career system by creating new career paths, new incentives, and new rewards by redesigning jobs for lateral movement.

(b) Change in the employee’s hopes and aspirations by creating new needs, new goals and new aspirations.

(c) Seek new basis of integration through problem solving, negotiations, compromises, etc.

After initiating these strategies, it is also necessary to review the same every now and then. Such a review will enable the organisation to know whether the plans are contributing to effective utilization of human resources by matching employee aspirations to job needs.

This will also help the employee know in which direction he/she is moving and what kind of skills he needs to face the emerging and challenging organisational situations. Alpin and Gester have suggested a framework of career planning process aimed at integrating the individual and organisational needs. This is presented in Figure 9.2.
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Succession Planning
A succession plan, simply put, is a component of good HR planning and management. Succession planning acknowledges that staff will not be with an organization indefinitely and it provides a plan and process for addressing the changes that will occur when they leave. Most succession planning focuses on the most senior manager - the executive director, however, all key positions should be included in the plan. Key positions can be defined as those positions that are crucial for the operations of your organization and, because of skill, seniority and/or experience, will be hard to replace.
Whenever size and resources permit, a succession plan should involve nurturing and developing employees from within an organization. Employees who are perceived to have the skills, knowledge, qualities, experience and the desire can be groomed to move up to fill specific, key positions. Organizations should:

· Assess their current and future needs based on either their strategic plan, goals and objectives, or priority programs and projects

· Match these to the capabilities of the existing workforce

· Develop a plan to manage the gaps that will arise when individuals in key positions leave or are promoted

The plan will generally include a combination of training and developing existing staff, and external recruitment
Why is succession planning important?

The benefits of good succession planning include:

· A means of ensuring the organization is prepared with a plan to support service continuity when the executive director, senior managers or key people leave

· A continuing supply of qualified, motivated people (or a process to identify them), who are prepared to take over when current senior staff and other key employees leave the organization

· An alignment between your organization's vision and your human resources that demonstrates an understanding of the need to have appropriate staffing to achieve strategic plans

· A commitment to developing career paths for employees which will facilitate your organization's ability to recruit and retain top-performing employees and volunteers

· An external reputation as an employer that invests in its people and provides opportunities and support for advancement

· A message to your employees that they are valuable

The absence of a succession plan can undermine an organization's effectiveness and its sustainability. Without a succession planning process, an organization may not have a means of ensuring that the programs and services that are crucial to its operation are sustained beyond the tenure of the individual currently responsible for them

Who is responsible for succession planning?

Both the board and the executive director have pivotal roles to play in succession planning.

The board is responsible for succession planning for the executive director position. The board hires the executive director to ensure it has a skilled manager at the helm to implement the organization's mission and vision. It is therefore very important for boards to spend some time reflecting on what they would do if, or when, the executive director leaves. All too often, boards find that they are unprepared for such an occurrence and are left scrambling to quickly replace that person. There are many examples of an executive director leaving only to have the organization fall into disarray: funders withdraw resources, and other key staff members leave due to lack of effective leadership. Even when provided with adequate notice, boards sometimes find themselves in the position of having to scramble to find an interim solution.

The executive director is responsible for ensuring a succession plan is in place for other key positions in the organization. These will likely be developed with help from the management team with input from implicated employees.

Succession Planning Process
NB: There are various models by different authors illustrating the succession planning process. The students are advised to read more on this topic from the available internet sites.

A 5-Step Process

Step 1:  Identify critical positions
Critical positions are the focus of succession planning efforts.  Without these roles, the department or agency would be unable to effectively meet its business objectives.  Workforce projection data or demographic analysis is essential in identifying risk areas.  A risk assessment may also be conducted and compared to current and future vacancies to identify critical positions within your organization.  

Step 2:  Identify competencies
A clear understanding of capabilities needed for successful performance in key areas and critical positions is essential for guiding learning and development plans, setting clear performance expectations, and for assessing performance. By completing the process of competency or position profiling within your organization, current and future employees gain an understanding of the key responsibilities of the position including the qualifications and behavioral and technical competencies required to perform them successfully. 

Step 3:  Identify succession management strategies
Now that critical positions have been identified and have been profiled for competencies, the next step is to choose from a menu of several human resource strategies, including developing internal talent pools, onboarding and recruitment to address succession planning.  

Step 4: Document and implement succession plans
Once strategies have been identified, the next step is to document the strategies in an action plan.  The Succession Planning: Action Plan provides a mechanism for clearly defining timelines and roles and responsibilities.    

Step 5:  Evaluate Effectiveness
To ensure that the department or agency’s succession planning efforts are successful, it is important to systematically monitor workforce data, evaluate activities and make necessary adjustments. 

Challenges to effective succession planning?

Some challenges to succession planning are:

· Size of the organization: some nonprofits have so few positions that they may not have the ability to offer opportunities for advancement; employees with the potential and the desire to advance their careers may move to larger organizations as a result

· Lack of financial resources: employees may leave for better salaries and benefits offered in other workplaces

· The nature of funding: as more and more organizations depend on project funding as opposed to core funding, there are fewer core staff members available to take up positions in the organizations

· Project staff come and go and may not be seen to be part of the talent pool available to organizations

· In some cases, senior leaders are staying on in their positions, despite the fact that the skills needed for the job may have changed or they are no longer making a meaningful and productive contribution to the organization

· Indiscriminate inclusion of employees in the succession plan including those who are disinterested, unmotivated or lack capacity to advance

· Inadequate training and development resulting in an employee who is not prepared for a promotion

· A plan that does not promote people in a timely fashion, leading potential successors to leave the organization to seek new opportunities

· Poor communication resulting in confusion and turmoil within the organization as staff speculate about what the succession plan really is

· Potential candidates for promotion cannot be guaranteed that they will be promoted; a lot depends on timing and need of the organization

� http://www.yourarticlelibrary.com/career/4-major-steps-involved-in-career-planning-process
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