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RIGID FLEXIBILITY IS THE KEY TO SUCCESS

“Breaking the Code” on Strategic Succession Planning

You've been thinking about how a lot of your moexperienced” team members are retiring / haveegktir
recently_ andhe increase in turnover because some of yourgeuieam members are obviously not as
interested in longevity as they are opportunithisTbrain drain” is a key concern of a very largenber of
organizations in the world today because of tha@tfBaby Boomers” out there. To top it off, thesbqust let
us know that she/he wants your succession plan igigldnby the end of the week for review and roll 0fou
received no guidangar instructions; but it's too simple a task to spéme “over thinking” ...right? The
answer depends on what you are trying to achiedéhaw you measure success. We need to deteifwiee
are doing a succession plan for an individual oafo organization. They are similar, but individsiaccession
plans are much simpler to execute than organizatstnategic succession plans. If you are sernasit trying
to develop and promote your future leaders andrengaur organization succeeds far into the futme-a
grewdglevelops intde-ebtainits true potential...well then, your effort is goitgrequire an entirely different
approach!This column is focused on helping you develop ardte an effective strategicganizational
succession plan.

The first failure mode people get themselves istthat they begin by reviewing current employees an
plugging them into their next anticipated assigntaenything left over is assigned to “HR” to fihe gaps
through recruitment. Not a bad approach if yousamply trying to get this task off your deskStrategic
succession planning requires a completely diffen@indset and should never be confused with planaurg
normal training opportunities and personnel develept. Every employee should be encouraged to take any
and all available courses and training sessioritrahelp them reach their full potentigi/hatThes
differendifference is that when we are analyzing and evaluating e&chur current employees for strategic
succession planning, we should be using the lemghaf they can becomaot what they carearn todo.

Your first step to exercise great leadership aund strategic thinking should be to determine wioatry
organization is going to look like and accomplistefto ten years from now. Only then will you knavaat
skills and talent you will need to fuel thogreganizational requirements! Next, determine #dyaehat will be
needed by your organization to provide that typprofiuct, that level of service, or that excitireyn
innovation in R&D or development. Then we analffze skill sets these new capabilities will requiré¢he
future that we do not currently possess or do @asonably believe that our current employees ctairob
efficiently. Next, we identify the delta/differemin these skill sets that we need to specificadigiress in our
strategic succession plan. We also need to estiabliimeframe for when these skill sets will bedesl. Next,
we decide who has the ability (and the motivatioeg@ded to acquirdne skills they will need going forward!
Not everyone who is doing a great job today caa deeat job of what is going to be asked of thentte
organization of tomorrow!

Now you are ready to combine the job requirementsskills sets needed with the timeframe. Thiwviokes
you with a recruiting strategic plan that your HRrh and your management staff can begin to exagaiest.
Once you have decided who has the capability torhecvhat we need for our strategic vision, you hHave
develop a specific plan for them to get the righining and coaching to develop the skills requirédst
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providing people with training for the sake of tiaig is good, but highly ineffective at getting thight people
the right expertise to prepare for your future regaents.

Next, develop a training plan for the neecruits you will need to become proficient tosmeeptable level for
future skill sets. Its may-behard work to establish job requirements and skil $ieeded for a job that doesn’t
yet exist; Howeverbuithis is the foundation of our ability to grow adelvelop our organization to meet the
challenges we will be guiding ourselves to facevagxecute our visionary Five to Ten-Year Plans!

Last, but not least, is the part where we begioa& at the transition process for those leadeesagers, and
employees who will be leaving the organizationdoy of a myriad of reasons. A carefully planneshsition
can help pass along extremely valuable knowledwy®a the senior member to the gaining member. Giving
people notice and helping them make plans andtigstiem with the next segment of their career or
retirement is the right thing to do. It also setfismessage to the rest of the team that we bang aur
people and that as we grow and change we are imaj gojust leave people behind. Put plenty ol into
this aspect of yousecessiesuccessiomplan because it will determine to a large degheeculture of your
organization and the degree of trust and loyaltyryeam will develop going forward!

Only when we fully understand what we will needn we then equate that to what our people wdbrte be
able to do or provide, to ensure our vision corodgd. This only seems difficult because it idot everybody
can see the future, identify its requirements, @lad for success. Remember... $eeneed; Seizthe
opportunity;_Leady example and from the front; and Shtre victory!
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