Talent Management

WORKBOOK
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	Section of session
	Key learning point



	
	


Action Plan

	Action
	Priority
	When by?

	
	
	


Talent Management Self Assessment Form

Marking Matrix

	0 = 
	Non Existent – needs implementation

	1 =
	Ineffective – major improvement opportunities

	2 =
	Improvement Opportunities – throughout

	3 =
	Good – some improvement opportunities

	4 =
	Effective – some issues could be addressed

	5 =
	Complete – no issues need addressing


	Key Issues
	Descriptor
	Current Mark

	TM Business Case & Strategy:
	
	

	Ownership 


	Senior & High level support to TM in the organisation
	

	External Factors

	Technology &Competitive Markets are considered etc.
	

	Organisational Factors

	Business Strategy & HR Policies focuses on TM etc.
	

	Employer/Employee Factors

	Employer of Choice, Workforce Diversity & Perception of Leaders attract talent etc.
	

	Organisations Talent Management

	Open (inclusive) to all employees
	

	TM Continuum – Attracting Talent
	
	

	Job Description/Advertising 

	Generates interest and is situated in the right media to get talent interested
	

	Recruitment External


	Your organisation attracts the right talent
	

	Recruitment Internal


	Your organisation attracts the right talent
	

	Assessment


	Your organisation selects the right talent
	

	Candidates Experience
(Brand) Action:


	Always generates a good view of the organisation (successful & unsuccessful)
	


	TM Continuum – Developing Talent
	
	

	Ownership


	High level support to Developing TM in the organisation
	

	Talent Pools

	Your organisation has a wide range of talent pools to choose from
	

	Using Tools & Techniques to develop your talent


	Use tools like the skill/will model to identify how to develop your talent
	

	Development interventions

	Structures development intervention take place to develop your talent
	

	Other development solutions


	Development solutions take place where appropriate e.g. shadowing, job sap etc.
	


	TM Continuum – Managing Talent
	
	

	Ownership


	High & medium level support to Managing TM in the organisation
	

	Setting Objectives

	SMART objectives set throughout the organisation
	

	Understanding Objectives


	Managers are able to translate the organisations’ aims into action
	

	Regular Reviews/Meetings
	Regular reviews take place in your organisation by line managers/mentors (121, appraisals, ad-hoc meetings etc.)
	

	Engage your talent


	Respect, trust, openness, reward etc.
	

	Organisations Hygiene Factors


	Salary, security, working conditions, company policy & admin etc.
	

	Organisations High Level Motivators

	Recognition, achievement, responsibilities, advancement etc.
	

	TM Continuum – Succession Planning
	
	

	Ownership


	High & medium level support to Succession Planning TM in the organisation
	

	Organisational Key/Critical roles


	Critical/key roles have been identified throughout the organisation
	

	Identifying Your Talent For Succession Planning


	Your organisation identifies employees who could potentially fill and perform highly in such roles
	

	Your Succession Planning


	Prepares employees for the key roles and meets the carrier development of your talent
	

	Key/Critical Roles Filled Internally

	Your succession planning has helped you fill key/critical roles from within your organisation using its current talent
	

	TM Continuum – Evaluating Talent
	
	

	Ownership


	High & medium level support to Evaluating TM in the organisation
	

	Board level Reviews

	Regular reviews at senior levels to evaluate your talent strategy
	

	Regular Line Management Reviews

	Against objectives and development plans, giving feedback, dealing with issues etc.
	

	Development Intervention Reviews

	Looking at outcomes, expectations, applying back in the workplace etc.
	

	TM Continuum – Retaining Talent
	
	

	Ownership


	High & medium level support to Retaining TM in the organisation
	

	Investigation into why people leave

	Effective exit interviews take place
	

	Reasons for leaving

	Your organisation understands why your talent leaves
	

	Improving retention

	Your organisation has taken steps to help retention
	

	Organisation Policy
	
	

	Ownership


	High & medium level support to a TM Policy in the organisation
	

	Policy includes Talent Management

	Your organisation has a robust Policy that integrates Talent Management across the organisation
	

	Your Policy is Effective at Talent Management

	Your Policy is effective and help you retain and grow talent within your organisation
	


	External Drivers
	Organisation Divers
	Employer/Employee

	
	
	


Exclusive


       To


Inclusive

	
	→
	

	
	→
	

	
	→
	

	
	→
	

	
	→
	

	
	→
	


It is vital to focus attention on the four areas of the talent management continuum
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Attracting Talent:

Developing Your Talent:

Managing Your Talent:
Succession Planning:

Evaluating Your Talent:

Retaining Your Talent

	Hygiene Factors
	Higher Level Motivators

	· 
	


Skill Will Matrix
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Introduction
The concept of talent management has evolved into a common and essential management practice and what was once solely attached to recruitment now covers a multitude of areas including organisational capability, individual development, performance enhancement and succession planning

This training sets out to look at how to identify the talent within your organisation, along with the steps you can take to enhance and grow you talent and attract new talent to your organisation/business. 

Definition 

Organisations find greater value in formulating their own meaning of what talent is than accepting universal or prescribed definitions and there are considerable differences in how talent is defined across different industries and sectors. That said it is helpful to start with a working definition for both ‘talent’ and ‘talent management’: 

· Talent consists of those individuals who can make a difference to organisational performance, either through their immediate contribution or in the longer-term by demonstrating the highest levels of potential. 
· Talent management is the systematic attraction, identification, development, engagement, evaluation, retention and deployment of those individuals who are of particular value to an organisation, either in view of their ‘high potential’ for the future or because they are fulfilling business/operation-critical roles.  *source CIPD

The issue with many companies today is that their organisations put tremendous effort into attracting employees to their company, but spend little time on retaining and developing talent. 

This definition underlines the importance of recognising that it is not enough to just attract individuals with high potential. Developing, managing and retaining those individuals as part of a planned strategy for talent is equally important, as is adopting systems to measure the return on this investment. More organisations are also now broadening their definitions, looking at the ‘talents’ of all their staff and working on ways to develop their strengths.
Concept & Business Case

Talent Management was initially used as an HR tool in the recruitment process. It has since developed into an essential business wide practice, used by management to cover many areas such as; succession planning, development of the organisation and individuals, performance enhancement and orgnaisational capability.
There are persuasive arguments for adopting TM into a companies strategy for the long term growth and development.

Talent Management Triangle
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Some examples:
	External Factors
	Organisation Factors
	Employer/Employee

	Technology

Competitive Markets

Employment Levels

Government Polices

Ease of Accessibility
	Business Strategy

HR Policies

Employee Engagement

Management Capability

Succession Planning

Recruitment & Retention

Employment Satisfaction

Employment Levels
	Employer of Choice

Competitive Advantage

Workforce Flexibility

Skills

Workforce Diversity

Perception of Leaders

Work-Life Balance

Geographic Trends




In order for organisations to gain competitive advantage they need to develop a strategic approach to talent management that suits their business and gets the best from their people. The value of an organisation-wide talent management process is that it provides a focus for investment in people and places the subject high on the agenda. 

It can also contribute to other strategic objectives:

· building a high performance workplace 

· encouraging a learning organisation 

· adding value to the employer of choice and branding agenda 

· contributing to diversity management. 

A strategic approach to talent management can therefore provide a host of tangible benefits that cross over into other areas of the organisation.
Strategy to Talent Management

When looking to develop a Talent Management strategy it is vital for an organisation to take an overview of all areas of the business that will need to be involved. The Talent Management policies must be linked with the business strategy and worked into all relevant areas of the business.

TM is not only the responsibility of Human Recourses and should be worked in from the top down. It is important to develop a policy of information sharing, inclusive working and the sharing of objectives. Line managers at all levels should be working on developing skills within their teams to ensure the growth of key talent across the business.
There is a need to make sure that the organisations strategy for TM is in line with the corporate strategy. It is vital to look at both internal and external factors as part of the strategy development, including those detailed in the TM Triangle etc.
An Organisations TM Strategy may not be as developed as it believes. Management may be looking for the business to progress when the TM strategy is not fully inclusive of all areas of the organisation.
Exclusive





Inclusive
	No clear strategy


	→
	Clear defined strategy

	Casual/Informal processes

	→
	Formal processes

	Limited to certain individuals


	→
	Open to all employees



	No specific talent areas


	→
	A number of specific area’s (pools)

	Closed/ Development for the chosen few
	→
	Open/ Clear


There are two routes that can be taken by an organisation. Firstly the TM plan can be developed on an exclusive basis, hand-picking talent to develop to match an organisations needs. Secondly, the approach can be much more wide-ranging looking at the whole workforce in terms of progression.
Which ever route is adopted it is vital for the process to be consistent and fair to all employees. Diversity factors must be worked into the TM plan so that the best range of talent can drawn upon from the widest pools of talent possible.
Engaging the right people
It is vital to get the right members of the organisation engaged within the TM strategy. The HR specialists within the company will have an important role to play but there must be visible involvement from High level management.
A Senior management TM working group/talent panel is a good way of ensuring the involvement of Directors and senior management, this will work even better when it has representation across the organisation. All line managers must also be fully engaged to develop talent. Line managers must take responsibility for managing performance, identifying and developing talent in their own areas but also encouraged progression within the organisation rather than a local resource.

You may have talent that would be better sited in another pool/area, do not be precious about your talent, let it grow. 

Participants on talent management schemes are also important stakeholders in the process and should be consulted and asked for feedback in shaping development processes.

Keeping the strategy alive in difficult times 
When an organisation starts to struggle financially, it can create an atmosphere of anxiety throughout the workforce. Rather than only focussing on how to cut costs in the short-term a company can view this situation as an opportunity to restructure and refocus its TM strategy. The current structure can be re-worked to ensure a business that is more robust.

Although not an easy process, it is vital to closely examine staff at all levels to make sure that, if redundancies have to be made, the right people are kept. Sweeping cuts without this focus can lead to the loss of talent which may have had huge potential for the future.
Management needs to have a clear sense of the company structure looking at: which workforce capabilities are essential and which are secondary; which areas of the workforce are business-critical and which are not; who the top performers are and whose performance is average or worse. A company cannot make the right talent decisions without bringing these points to focus.

The objective at the heart of successful talent management, in difficult times is to think ahead and to think more strategically about creating a workforce with the capabilities to outperform the competition as the economy turns around.

Managers must communicate with their workforce at all stages of this process; unless people are kept informed panic can take over. Your key employees may look to leave and your competitors will be more than happy to take the cream of your talent, thus leaving you with a major shortfall of capability within your organisation. This can be devastating for an organisation so it is imperative that you manage this process correctly. By having a robust talent management system in place, along with communicating key updates, you can ensure that your talent will feel secure and happy.

Most common problems

The most common problems that most organisations find are:

· Key roles unfilled for long periods

· Emergency outside hires

· Key roles filled mostly from outside

· Replacements unsuccessful

· Complaints about promotion decision fairness
· Loss of customer confidence
The Talent Management Continuum
It is vital to focus attention on the key areas of the talent management continuum
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Attracting Talent 

The success of attracting external talent to an organisation can be affected by how the business, or indeed the industry, is viewed by applicants. The organisation needs to create an attractive brand for itself in order to maximise applications. If needed the offer of additional benefits can be used to offset a lower salary.
Effective recruitment processes:
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Assessment centres can be useful in this process, offering candidates a view of the structure and ethos of the company, whilst giving the employer a chance to test prospective employees on work related tasks.
If you use the assessment centre process it should reflect:

· the ethos and brand of the organisation 

· the actual skills required to carry out the job 

· potential recruitment sources, both internal and external
· the extent to which recruitment is assigned to line managers 

· the HR and Talent strategy.

An assessment centre should reflect the reality of the job and the organisation. The tasks set should link with the job description and person specification. It must be a fair selection process with all candidates being given the same amount of time, number of tasks and opportunity to show different aspects of their abilities. 

Job description: 
A job description benefits the recruitment process by:
· providing information to potential applicants and recruitment agencies who may be recruiting talent on your behalf 

· acting as an aid to devising job advertisements and employment contracts, choosing selection techniques, designing assessment activities and making decisions between candidates 

· minimising the extent to which recruiters allow subjective judgements to creep into their decision-making, helping to ensure that people are selected fairly.

· ensuring organisations get the right talent for the right role

This can further be used to communicate expectations about performance to employees and managers so that the organisation gains effective performance in the job. 

Person specification/job profile: 

A person specification or job profile states the necessary and desirable criteria for the job role.  In general, specifications should include details of: 

· skills, aptitude, knowledge and experience required for the position
· personal qualities relevant to the job, such as the ability to work as part of a team, to be self motivated etc. 
· qualifications- which can either reflect current qualifications to match the role or qualifications that could be gained in the future to enhance the job.  

Competency frameworks can be used as an alternative to job or person specifications but will still need to include an indication process for the role and responsibilities. 
Attracting applications: 

The key area here is to generate interest from candidates and there are a range of ways of doing this. 

Internal sources: 


Internal talent should not be forgotten at this stage. Providing opportunities for career development to current staff increases their engagement and the retention of talent, thus supporting your succession planning. 

External sources: 

Options available for maximising interest from individuals outside the organisation include: placing advertisements in trade press, newspapers, on commercial job boards and on the organisation’s websites etc. 
An organisation should consider building and maintaining a database of their talent pool to be used when a new role becomes available. This can result in external advertising being unnecessary.
Advertisements should be clear and indicate the:

· A basic overview of the requirements of the job 

· Essential and desirable criteria for job applicants, so that the number of  inappropriate applications received is limited 

· nature of the organisation’s activities 

· job location/s 

· reward packages (if applicable e.g. car, bonus, leave etc.) 

· contract length 

· details of how to apply. 

Advertisements need to appeal to all sections of the community using positive visual images and wording that will also relate to the organisations ethos and brand. 

External recruitment services:

Organisations can also make use of external providers such as recruitment agencies or recruitment consultants. These external companies can offer employers a range of services such as attracting candidates, managing responses, screening and short listing, or running assessment centres on the employer’s behalf. Again you will need to ensure that you use a recruitment agency that reflects the ethos of your organisation.
The ‘candidate experience’ (Brand): 

The process of recruitment needs to work for both the employer and prospective employee. Whilst providing the employer with the tools to pick the right candidate it must also offer applicants the chance to learn enough about the business to make sure they would be happy working there. 
The experience of all candidates taking part in the recruitment process will impact on their view of the organisation, its ethos and brand. This could be from a two way perspective, either as a potential employee and, depending on the nature of the business, as a customer. 
With an increased interest in the idea of ‘employer branding’, more employers need to ensure a positive candidate experience while also considering the look of the material and communications received by individuals as part of the recruitment process. 
The two vital questions to consider during recruitment are:
· Why would people of outstanding talent want to join the organisation?

· Why should the existing talent stay with the organisation?

If these questions cannot be robustly answered then work needs to be done to build the employer brand. The employer brand will have an impact on whether or not the company is seen as an ‘employer of choice’, which can retain and attract future talent.
An organisation needs to represent a place where people want to work and to do their best. Having a robust induction programme can go a long way towards in-bedding any new talent into the organisation and ensure the ethos and brand is understood fully. 

The teams and roles new and existing employees work in need to be challenging, supportive and engaging. Finally, but most importantly, the line manager must be approachable and accessible. The provision of a mentor to your new recruit in their first six – twelve months can help in getting the most out of your talent while integrating them into the organisation and role.
Developing Your Talent

Talent development should be linked to other learning and development initiatives within the organisation. Appropriate learning and development interventions are required at relevant stages in a career path for talented individuals to achieve their maximum potential. Developing talent needs informal as well as formal learning interventions. These interventions will include conventional development activities but there is also the opportunity to use creative alternatives such as talent coaching and mentoring.

What type of talent pool do you need to develop?


Before you move to develop your talent, you need to be clear what you are looking for, in most organisations the search for talent is for a specific reason. Below are three examples of talent pools that you may want to consider.

General talent pool
· Allows for people with various skills to enter the pool.

· People are included based on intellectual capability e.g. degree; graduate schemes may be general pools.

· People enter based on certain criteria e.g. general experience.

· People can be rotated in the organisation without specific training or skills.

· Training time is short for the various roles.
Leadership talent pool

· The organisation has specific leadership competencies. People are selected for the pool if they either currently demonstrate the competency or are seen as someone with future potential to meet the competency.

· People are moved into leadership roles based on demonstration of skill either on the job or in an assessment centre.

Technical talent pool

· Specific technical skills are identified as essential to the organisation

· Access to the pool is through demonstration of performance or potential in technical skill only.
Sales/Customer Care talent pool etc.

· Specific sales or customer care skills are identified as essential to the organisation’s growth and future.

Some organisations have multiple talent pools operating at any one time. In order to have success in talent management it is essential to decide what type of pools you need and why you might need them. It is also important to manage people through the pool. The pool itself should be evaluated to see if it provides the right talent for the organisation’s current and future needs.

Skill Will Matrix
The Skill Will Matrix can also help a managers understanding of what motivates their employees to learn and therefore help them move forward as individuals within the organisation. It is easy to assume that, because you are motivated by knowing that you have done a good job, others feel this enthusiasm as well. In the real world, people have many different motivators and there needs to be a basic understanding of these. 

People also have different skill sets for particular tasks and roles. An individuals level of skill can often depend on their experience, the level of training they have received, the type of task itself or even the opportunity to try new skills or tasks.

Since most coaching techniques rely on the employee’s skills and their will to accomplish a goal, it is important to understand how these two aspects work together. This knowledge will help when approaching an employee or team to get the best results possible from them. 

We will start by introducing the Skill Will Matrix. 






The Skill Will Matrix coaching model is an explanation of an employee's will vs. skill and contains some coaching techniques to use based on which square an employee falls into. 

We will go into further detail about how to use this coaching model and discuss each of the coaching techniques to use once we've identified where the employee falls on the Skill Will Matrix. 

How do we identify if an employee is exhibiting or feeling a high degree of will? Hopefully this will be somewhat obvious from how they approach their work. If tasks that are not skill related are still delivered in an unsatisfactory way or if the employees attitude has taken a change recently, you can presume that the employee’s motivation has slipped. The Grow Model (see below) can help you to determine the root causes for any changes in behaviour/attitude. 

GROW stands for:

Goal

Reality

Options

Will
The GROW model has four identifiable stages. Once the aim is identified (the goal) compared to how things now stand (reality), possible ways of making the journey (options) can be explored and the best route forward taken. But this in itself is not enough - there must also be the motivation (Will) to make the journey. The desired outcome from this stage is a commitment to action. 

Assessing an employee’s skill is typically a much simpler task. If results from an employee or team do not meet expectations changes must be made. To determine the exact skill that the associate is struggling with, that has caused the poor performance, the Grow Model is advised. 

Once both the employee's skill level and their will level has been determined, there are various coaching techniques that can be applied based on where the employee falls in the Skill-Will model. 

Skill Will Matrix Coaching Model: Advise


Advising is focused on providing the skills necessary to turn the employee's motivation into success. Focus needs to be placed on teaching or training the skill, so as to utilise the employee's desire and provide them with the necessary tools to improve. Throughout the learning process, it is key to continually give the employee praise and endorsement for their improvements’ no matter how small these may be. The key steps in this stage are:

1. Invest time with the employee in the early stages
· Coach, train and encourage
· Answer questions and explain in detail
2. Create a risk free environment to allow early ‘mistakes’, do not criticise
3. Relax control as progress is shown, continue praise.

Skill Will Matrix Coaching Model: Motivate 


This can be done by simply asking what they take the most pride in at work or how they like to be recognised for a job well done. Once it has been determined what their motivators are focus can be placed on them. Whenever the employee does deliver, use the new found knowledge to show appreciation. The next stage is to determine if there are any constraints that the employee is experiencing. Removing these problems or providing other options, can alleviate their challenges with motivation. The key steps at this stage are:
1. Identify reason for low motivation

2. Re-energise through appropriate motivator (‘hot buttons’)

3. Monitor and provide positive feedback

Skill Will Matrix Coaching Model: Direct


The employee will first need to be provided with the tools to develop their skills. This does not mean that the tools provided, such as training, have to be new information them, but it may be that a reinforcement of information they have already been presented with can be offered. Because the employee is not delivering results there can often be an issue with their confidence levels that is inhibiting their ability to apply new or existing skills. Giving the employee low risk opportunities to practice their skills, and to succeed, will offer the opportunity to provide them with the positive feedback they need and will be a confidence building experience for them. The key steps at this stage are:
1. First increase motivation level

· Provide clear briefs and instruction

· Identify motivations

· Help them to develop a vision of future performance

2. Develop their skill or knowledge

· Prepare quick win tasks

· Train and coach them

3. Sustain motivation levels

· Provide frequent feedback

· Praise and nurture

Skill Will Matrix Coaching Model: Delegate


Many schools of thought tell us to always focus on bringing up bottom performers, this can lead to a lack of focus on top performers. Since these high skilled, high willed employees are likely to be future leaders, utilising the Delegate Coaching Technique can help them to develop to the next level. Delegating is often misused, be used by some managers, not for development, but as a way to reduce their work load or stress by passing the work on to their team. Delegation, when used effectively, will often take more time than just doing the task yourself. Instead of trying to reduce workloads managers should be working through the task with high performers, helping them to learn and master it. This is how development through delegation works.  While using delegation it is important to also focus on praising and endorsing what the employee is doing well, along with offering them opportunities to either make decisions or to collaborate on decisions being made. This will continue to instil a sense of ownership in them. The key steps at this stage are:
1. Provide freedom to do the job

· Set the objective, not the method

· Praise, don’t ignore

4. Encourage the individual to take responsibility

· Involve in decision-making

· Encourage their input

5. Take appropriate risks

· Give more stretching tasks

· Don’t over manage

Skill Will Summary
Each employee situation that arises requires a different approach or coaching technique to achieve the desired results. To ensure success managers need to be sure to spend time, prior to your 1-2-1/coaching session, focusing on where the talent/employee falls, what motivates them, and what options can be offered. Being prepared for the discussion will make a great difference.
Development is not just about training events 

There are a number of ways to improve and develop skills and behaviours. Training courses and workshops can be the best option, but not always. Firstly, not all learning from training events is transferred to the workplace. Secondly, matching the immediate need to organisational timing of events and having to spend time away from work can pose problems. Sometimes development needs can be met, and met more effectively, in other ways.

Some Development solutions:

· Offering both coaching and mentoring

· Having team members coach others
· Shadowing

· Delegated projects, with coaching support

· E-learning or open learning packages

· Secondments

· On-job training

· Job-swaps
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Managing Your Talent

Organisations should take care to have long-term plans in place for the management of in-house talent. Development policies should focus on offering all key employees leadership, management and additional skills training in order to maximise retention. Ensuring that employees take responsibility and pride in their continuing development will impact across the business.

Development within the company needs to be the focus of management from the top down. It is important for all managers to have a focus on the skills development of their staff and to disseminate policies and objectives to them.


Setting Objectives

Setting SMART objectives is at the heart of delivering high performance. It is vital that every individual’s objectives are set to move you towards achieving key business goals. You need to set SMART individual objectives for your talent, ensuring that they are in line with the Business/Pool objectives.

An action plan is the most important output of managing your talent:
· The steps need to be Specific
· Each step needs to be Measurable – so that the talent can see that it has been done and cross it off the list
· Each step, and the whole Action Plan, needs to be Achievable – not too much to do in one step
· Each step needs to be Realistic – within the timeframe and taking the talents commitments into account
· Each step needs to have a Timeframe for its completion.

If the objective is a stretching one, or one that may take some time to put into action, you may want to agree milestones or short-term objectives to achieve before you meet next with your line manager. In which case, the action plan can be staged, with a few steps to be taken before that meeting. Then you can review that and discuss the next steps at a 1-2-1 or the next review.

Here are some things that you could do to help keep your staff engaged:

· Create a culture of respect where staff know that outstanding work is valued
· Make constructive feedback and mentoring available
· Ensure there’s plenty of opportunity for advancement and professional development
· Ensure that reward is fair and appropriate - introduce recognition and incentive systems
· Make sure you or your managers/leadership team is on hand to listen
· Make it clear what you expect from your people
· Tell your people how your organisation is doing
· Give your people what they need to be able to do their jobs
· Embrace an environment of what you can do, not what you can’t. Of what you have done and not what you haven’t.

Clever businesses of all sizes can work on all of these factors to develop and nurture their peoples’ engagement.


Herzberg
Frederick Herzberg (1923-2000) was a clinical psychologist and pioneer of management and motivational theory.
Herzberg’s work centred on the idea that both satisfaction and dissatisfaction at work was usually due to a number of factors. His research was able to prove that people are motivated to achieve ‘hygiene’ (or basic) needs as they are not happy without them in place. But Herzberg’s also showed that, once these needs had been achieved, the contentment gained was temporary.

Herzberg’s research showed us that the next step in continuing development and satisfaction was a set of Higher Level Motivators. Basic needs have to be in place for an employee to feel content but continuing development cannot happen without these motivators in place.  
	Hygiene Factors
	Higher Level Motivators

	· Salary

· Working conditions

· Security

· Working hours

· Interpersonal relationships – peers and Manager

· Company policy & admin
	· Recognition

· Achievement

· Work itself

· Responsibility

· Advancement

· Opportunity to increase capability and skills



Succession Planning
The Succession Planning process focuses on the identification and development of existing staff who could, in the future, move into key positions within the organisation. Having a Succession Plan in place offers a business the opportunity to have ready trained staff members who can take fill vital gaps within the organisation if the situation arises. This process ensures the smooth, and continuing, development of talented individuals, thus ensuring constant growth of talent within the business. 

Succession Planning:

· Prepares current employees to undertake key roles 

· Develops talent and long-term growth 

· Improves workforce capabilities and overall performance 

· Improves employee commitment and therefore retention 

· Meets the career development requirements of existing employees 

· Improves support to employees throughout their employment 

· Counters the increasing difficulty of recruiting employees externally 

· Focuses on leadership continuity and improved knowledge sharing 

· Provides more effective monitoring and tracking of employee proficiency levels and skill gaps 

An organisation can use Succession Planning in a number of ways, which include: 

· Improved recruitment success for vital roles by making the search process more inclusive and the decision making faster 
· Focused long-term development of key talent by ensuring career progression and work experiences which these employees need for the future 

· Regular assessment of the ‘talent pool’ within the organisation to ensure up-to-date development and resourcing strategies
The constant monitoring of the organisation ‘talent pool’ will play a vital part in the long-term success of the workforce and in the company’s ability to attract the best talent, both internal and external. 
Strategic Connections
Succession Planning has its main value when connected in to other areas of business strategy. It is vital that the outcomes have an actual influence over the development and retention of employees and therefore must connect with:  

· The resourcing process, when looking to find a balance between internal development and external recruitment

· Planning for long-term development of those skills which will be needed for the future 

· The recruitment process, in relation to the use of Succession Planning information for the filling of senior posts or internal development.
· Development plans for individuals within the ‘talent pool’. As part of the succession plan these should look at both in job development and future training needs
· The appraisal process for staff, information from which can be used to develop the succession plan in terms of areas of development required across the company. 

Succession Plan
There are four stages to developing an effective succession plan:

1. Identifying roles for succession across the various pools; 

2. Developing a clear understanding of the capabilities required to undertake those roles; 

3. Identifying employees who could potentially fill and perform highly in such roles; and 

4. Preparing employees to be ready for advancement into each identified role. 

Without the implementation of a succession plan, there can be significant impacts on an organisation including;

· Loss of your talents expertise and business knowledge 

· Loss of business continuity 

· Damaged to client relationships 

· Time and effort to recruit and train replacement talent 

Evaluating Your Talent 
In order to ensure that the Talent Management plan is constantly adapting to the needs of the organisation it is vital to evaluate it on a regular basis. Data must be collected which is both qualitative and quantitative and this data must be robust and reliable.
Monthly and quarterly reviews are a formal way of tracking your talents progress at senior level to see if your talent strategies are working. These reviews should form part of your organisations/boardroom quarterly agenda items if you want to truly evaluate your TM and continually improve.

Managers need to be reviewing individuals against objectives and development plans, giving feedback, discussing changes and dealing with related issues that may have arisen since the last review. Along with informal meeting these can form a valuable resource for your talent to seek views/input. Try where possible to have an open door policy. 

Following any learning/training consider the following points:

What was/has been the most important learning for you? Why? How did you learn this? (encouraging reflection on learning experiences, and looking to uncover those insights that help people to see that they have learned and how they learn) 

How did this learning match your expectations, and the expectations of your team/the organisation? (pointing out the importance of the expectations of various stakeholders and the criteria they might apply to assessing learning opportunities and interventions) 

How can you apply/what have been the results of applying what you learned to the needs of your job, your team/department and the strategic priorities of the organisation? (keeping the focus on the desirable and potentially rewarding links between learning and the achievement of the organisation’s strategic intentions) 

How could you integrate what you have learned so far into further learning opportunities available to you, and into the changing demands of your job, your team/department, the organisation as a whole? (pointing the way to future learning opportunities and looking for the multiple effects of various learning opportunities and methods). 

Feedback is one of the best learning sources there is. Without it, most adults would not learn or improve. Good, constructive feedback enables us to learn as we do and to learn from mistakes. Feedback can be positive – as praise and recognition - or negative. Both are important, and as a manager, you will need to give both kinds. 

Giving and receiving positive and negative feedback

Think about it. How often do you give positive feedback? The chances are that you don’t give enough. And do you get enough? Once again, the answer would probably be negative. Despite that, clear and specific positive feedback is one of the easiest and cheapest motivating forces in existence. But it may not be quite as easy as it seems. Receiving negative feedback is uncomfortable. When it’s given badly, insensitively, as generalised criticism or in spite, it can be very upsetting. You can make it easier for yourself by anticipating it, by asking for it, and by being open to it as a learning experience rather than seeing it as a personal affront
The GROW Model

The GROW coaching model is a simple and effective framework for coaching and joint problem-solving. It can be used in a variety of situations, from discussing ways of meeting objectives to individual issues and decisions. You can use it as a framework for the whole review session, for each objective or behaviour area and for issues that arise at the time. It is also invaluable for 1-2-1s, ‘just in time’ coaching and informal discussions. 

GROW stands for:

Goal

Reality

Options

Will
GROW takes you on a journey in four identifiable stages. Once you know what you are aiming for (the goal) and where you are (reality), you can explore possible ways of making the journey (options) and choose the best route. But this in itself is not enough - you must also have the motivation (Will) to make the journey. The desired outcome from this stage is a commitment to action. 

	
	Subject
	 Who?

	G
	Agree goals and agenda for the meeting

Update on talents performance 
	 Both

	R
	Personal concerns or issues – workload & priorities, problems, morale, leave and accumulated hours, domestic issues if relevant
	Both

	O
	What is going well? What is not going well?

Discuss progress against objectives – identify any issues that may hinder successful completion and corrective action required, highlight changes since last 121, progress versus any milestones 

Review Behaviours 


	Ask the Individual first then Line Manager to feed back

	W
	What can I, as the line manager, do differently to support you?


	Line Manager 

	
	Review of actions agreed
	Both




Retaining your talent


The resignation of an employee can be for any number of reasons but the understanding of these is vital to manage retention. External factors that may play a part are the prospect of a new, possibly better, job or a career break. A change in personal circumstances may also be a factor. Internal factors to be considered are problems with colleagues or managers, job dissatisfaction or organisational cut-backs. Sometimes an employees decision to leave is based on a combination of both internal and external factors.

Front Line management is crucial to retention of your talent. Poor relationships with a line manger can be a factor behind an individual’s decision to quit their job and leave the organisation. However, the true significance of this reason can be hidden as a result of the difficulties associated with exit interviews, which are often completed by the same line manager. Another major reason for employee turnover can be the lack of training, development and career opportunities within the organisation. 

Within industries which have a high turnover of employees, a significant amount of this turnover consists of people resigning or being dismissed in the first few months of employment. Even when people stay for a year or more it is often the case that their decision to leave was in fact taken in the first weeks of employment. The main reason for this can be down to poor recruitment and selection decisions, both on the part of the employee and employer. This can be compounded by poorly designed or non-existent induction programmes. 

With some organisations expectations are often raised too high during the recruitment process, this can mean that internal and external applicants compete for, and subsequently accept, jobs for which they are in truth unsuited. Organisations do this in order to ensure that they fill their vacancies with sufficient numbers of well-qualified people as quickly as possible. However, over the longer term this can be counter-productive and lead to costly,  but avoidable, turnover. This creates the problem of the organisation being seen as a poor employer of choice which struggles to attract talent. Therefore it is vital that organisations get the recruitment process right for internal and external applications.
Investigating why people leave the organisation

When an organisation uses exit interviews it is best to conduct them promptly after employees hand in their notice. The interviewer should be impartial and not be a manager who had responsibility for the individual, especially their line manager. It is also recommended that it should not be the manager who will be involved in writing a reference for the individual. To ensure trust  and honesty at this stage confidentiality should be assured and the purpose of the interview explained. 

It is important to realise that the reasons people give for their resignations may at times be untrue or only partially true. Individuals may well be reluctant to voice criticism of their managers, colleagues or the organisation generally, preferring to give some less contentious reason for their departure.

Organisations could consider the use of postal or e-mail exit polls, with the result that the employee will not feel so pressured when completing these. Another consideration is using an external provider to conduct exit interviews. All of these methods will help employers capture more accurate data about why people are leaving, as individuals are more willing to tell the truth when there is reassurance of anonymity.

Improving employee retention


The key steps to take are to find out:

· why the talent in areas that are hard to recruit to are leaving 

· what is turnover among these talent pools costing the organisation.

Organisations that use exit interviews can develop a retention strategy that focuses on the particular causes and cost of turnover within the company. Below are some elements worth considering, all of which have been shown to play a role in improving retention: 

· Job insight - prospective employees should be given a 'realistic job insight' at the recruitment stage. Expectations should not be raised, only to be dashed later. Advances in technology can now enable employers with opportunities to familiarise potential candidates with the organisation before they accept a position.
· Line manager’s accountability - Organisations should reward managers with a good record for keeping talent by incorporating the subject in appraisals. It is important to train line managers in people management and development skills before they are appointed or promoted. Mentoring, shadowing or other training intervention can be offered for managers who have a high level of turnover in their team. 
· Organisational development and progression – The business should ensure opportunities are available for talent to develop their skills and move on in their careers. Where promotions are not possible, sideways moves that vary experience and make the work more engaging can work well. 

· Listen to employees - It should be ensured that employees have a 'voice' through their union, regular appraisals, employee surveys and grievance systems. This will provide disgruntled employees with mechanisms to sort out their problems and be heard before resigning. Where there is no opportunity to voice dissatisfaction, resignation may become the only option. 


· Organisational flexibility - accommodating individual preferences on working hours and times can be vital. Where people are forced to work hours that do not suit their domestic situation they will inevitably be looking for another position which will be a better fit. 
· Avoiding the development of a culture of 'working all hours' - where people feel obliged to work longer hours than are necessary simply to impress management. Evaluation of individual commitment should be based on results achieved and not on hours put in. 

· Job security – An organisation needs to provide as much job security as possible. Employees who are made to feel that their jobs are threatened may put a great deal of effort in to impress, but they are also likely to be looking for more secure employment at the same time. Security and stability are greatly valued by most employees.

· Treat people fairly – Managers must ensure that they never discriminate against employees. A perception of unfairness on pay, reward, working hours, or even attention, can lead to resignations, whatever the reality when seen from a management point of view.
· Protect the organisation - against head-hunters and others seeking to poach the best talent. Internal e-mail addresses should be kept confidential, it is best to avoid conducting business with agents who have poached talent in the past, and look at agreements with other employers not to poach one another's staff.
Talent Management Policy Example

Organisations should recognise that the expertise of its staff are central to the achievement of its goals. It can therefore be committed to ensuring that staff are able to develop their potential to meet their own aspirations and enhance the reputation of the organisation, whilst adding to the value that the business provides to customers and clients.

The talent system has a number of objectives:
· To ensure that the organisation attracts and retains the best talent and skills available in the market
· To ensure that both customers and clients have the benefit of the best talent and skills available in the market
· To obtain dedication of staff through the provision of opportunities for them to develop their careers to meet their aspirations within the organisation
· To make sure that critical positions and roles are staffed with key talent
· To have continuous improvement when attracting and retaining talent within the organisation’s employment equity goals
· To ensure, through succession planning and talent pools that there is a channel of talent and skills to staff the organisation in the future.

Values:
To enable talent management to be a success within an organisation it is essential to ensure the implementation and regular reviewing of the following:
· The business will be recognised as an Employer of Choice through effective branding, leadership and competitive remuneration. This will be demonstrated through retention and TM strategy success criteria along with comparisons to similar organisations.
· The appointment of talent to roles or positions in the business will be a fair, transparent and impartial processes
· Critical positions will have clear success criteria which will be aligned to the companies succession planning. This will enable the appointment of internal applicants where possible. This though will not be the deciding factor recruitment.
· As far as possible the assessment of people’s suitability and potential to fill specific roles or positions will be based on assessments ensuring the organisations ethos and brand are recognised
· Talent with key skills will be able to follow a succession plan involving management, depending upon their aspirations and skills to the relevant talent pool
· All key talent will have development plans which are aimed at enhancing performance in their current role as well as preparing them for possible future roles. These will be regularly checked during 1-2-1’s and appraisals.
· Where possible key talent with leadership potential will gain a variety of different roles/pools and trial working in new parts of the organisation.
· Formal TM panels and processes (succession planning and appraisals) will be in-bedded to ensure that there is consistency in evaluating potential and providing staff with feedback on career development.
· Key talent will have a formal career discussion with the relevant person at least once per annum to align personal aspirations with organisational goals and opportunities
· Focused attention will be paid to the attraction, development and retention of specific high achieving talent
· All key talent will have a mentor or be offered coaching within the organisation to facilitate ongoing development
· Employees should also be expected to take responsibility for their own career development
· Development needs should be assessed to ensure that talent are prepared for change/transition, an example of this could be the transition from front-line manager staff to team leaders where the roles require new competencies and skills.
Summary

Talent Management policies must be linked with the business strategy and worked into all relevant areas of the business. The development of a Talent Management strategy must take an overview of all areas of the business that will need to be involved

TM is not only the responsibility of Human Recourses and should be worked in from the top down. It is important to develop a policy of information sharing, inclusive working and the sharing of objectives. Line managers at all levels should be working on developing skills within their teams to ensure the growth of key talent across the business.
Talent consists of individuals who can make a difference to the performance of the organisation as a whole, by either making an immediate contribution or by showing high levels of potential for the future. 

Talent Management is the systematic attraction, identification, development, engagement, evaluation, retention and deployment of those individuals who are of particular value to an organisation, either because of their potential for the future or because they are fulfilling key business roles.
Further Information
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Information

Further information (fact sheets) can be found on the internet, CIPD have a good selection to choose from at www.cipd.co.uk
Books 
The Talent Management Handbook: Creating Organizational Excellence By Identifying, Developing, and Promoting Your Best People ISBN 0071414347
The research has shown that, in most organizations, the infrastructure of human resources systems and processes is a jumble of unconnected, incomplete, and inconsistent methodologies. Senior executives and human resources practitioners understand the connection between organization excellence and effective people management. But most organizations do not have a systemized approach for making this linkage--and it's hurting their business. The search for this linkage is over. The Talent Management Handbook reveals how to connect organizational excellence to people management by systematically identifying, keeping, developing and promoting the organization's best people

Talent: Making People Your Competitive Advantage ISBN 0787998380
Voted "Best Book of 2008" in Human Capital, Strategy + Business "Some boards do have committees on human resources, but they typically focus on CEO and executive compensation and perhaps succession planning at the executive level, not on the overall talent strategy and effectiveness of the organization...What is needed is a human capital committee that addresses succession planning for senior management positions and the evaluation of the CEO and the top management team."––as excerpted from TALENT by Edward E. Lawler, III in Directors & Boards

The Talent Management Pocketbook (Management Pocketbooks) ISBN1903776473
How to find, keep and get the best from the people who can make an enterprise thrive is the subject of "The Talent Management Pocketbook". The new pocketbook includes checklists and self-assessment tools to gauge current talent management strategy and pinpoint where improvements can be made. Included too are examples of outstanding talent management practices. How do you judge with confidence that someone will succeed in a bigger role? The book describes how the 'potential profiler' can help identify potential talent in the key performance areas. It is one of several helpful models described. Blending talent in order to build talented teams is another focus of this illustrated pocketbook. It deals with its subject in clear, concise terms with the emphasis on providing practical solutions. It has been written for trainers, HR and recruitment professionals, and for line managers with responsibility for retaining and developing talented team members.

The Essential Guide to Managing Talent: How Top Companies Recruit, Train and Retain the Best Employees – ISBN 074944630
Practical steps to help your organization create a place where every individual can give their best. An introduction to how you and your organization can create a climate in which talent can flourish.
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Sometimes an employee is highly motivated, yet as much as they want to, they just can't seem to deliver the results needed. This is a low skilled, high willed employee.
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Answer questions and explain


Praise and encourage





Motivate


Find out why low motivators


Re-energise


Monitor and provide feedback


Praise





At the other end of the spectrum, is an employee who has the necessary skill set to deliver, and perhaps has delivered great results in the past, but is experiencing a will issue that is apparent in their performance. There are some key areas to focus on while trying to re-engage the employee. Start by determining what the employee's 'hot buttons' or motivators are.
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Find out Motivators


Provide Clear Guidance


Develop Skill/ Knowledge 
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Directing is focused on a combination of the previously discussed coaching techniques applied together. If the employee is not very skilled and is not very motivated, the two key areas to focus on are training and praising.
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Set objectives


Give responsibilities


Praise and Encourage


Involve in discussions and decision making


Don’t ignore





These are typically the top performers that consistently provide results and strive to do a good job. They are a motivating force for themselves and typically for the team.





Notes:





DESC (Describe, Explain, Specify, Consequences)


This acronym can be useful when your aim is to change an individual’s attitudes or behaviour.  





Describe the behaviour.


Explain the effect 


Specify what you think the person could have done better


Outline the Consequences 
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