Understanding Resourcing and Talent Planning
On the Job Submission
1 (b) 
The objective of succession planning is to ensure that there are enough colleagues with the experience, knowledge and skill to progress or develop within the company (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).   
Succession planning supports colleague retention as they are more likely to stay if there are opportunities to progress (CIPD, 2020).  Within Maximus, colleague attrition rates of front-line advisors, is high.  Feedback from a recent project that investigated retention strategies within Maximus, indicated that colleagues generally didn’t feel that there were opportunities for progression or development.
Due to the recent pandemic, the opposite is now the case.  Maximus operates in the employability sector which has grown significantly over the last 12 months.  Where unfortunately many people have found themselves unemployed, Maximus, has secured new contracts to support these individuals back into work.   Maximus’ Employability Skills and Disability workforce will triple in size over coming months.  There are numerous opportunities, including senior and lateral moves that are available to everyone.  All internal positions, including senior roles, are advertised and there is complete transparency in the process (CIPD, 2020).
Traditionally, a formal, top-down approach to succession planning has been adopted by organisations which would remain highly confidential (CIPD, 2020).  Succession planning for very senior roles tended to be the sole focus of this approach (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  Prior to Covid, Maximus had developed a Leadership programme that was due to be launched, however this had to be put on hold due to unprecedented circumstances.  Generally, Maximus’ approach is more in keeping with contemporary methods of succession planning, operating with transparency, and considering roles of all levels.
Maximus’ approach to succession planning is generally managed locally.  There is no formal succession planning that operates throughout the organisation.  Development and Progression conversations take place at colleague reviews.  Where there are opportunities to take the lead on certain tasks or projects, or buddy a colleague within another role to gain experience, Line Managers will arrange for this to happen.  Secondments, Coaching and Mentoring are used to develop colleagues’ skills (Taylor, 2010).  Recently Maximus launched a new mentoring programme which was made available to all colleagues, and they were asked to express an interest if they wished to be part of it.  For those who are successful, they are placed with a Senior Mentor within the organisation who can help them to develop their skills and build their career plan.  Career Development through mentoring is a popular method of organisation attraction (McCartney, 2017).  
More contemporary methods of succession planning see organisations create ‘pools of talent’ from which colleagues can be selected to replace roles when they become available (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  This essentially is the organisations’ talent pipeline (Armstrong, 2016).  This can be beneficial with filing business critical positions which has been highlighted as especially important during the pandemic (CIPD, 2020).  Maximus doesn’t operate this method of succession planning, however developing pools of talent would have been useful for dealing with such an enormous recruitment drive which is currently taking place and potentially should be a recommendation to consider for the future.
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2. 
Turnover affects performance and is costly.  Where possible, dysfunctional turnover should be avoided as the impact can be detrimental.  Examples of this are when colleagues leave the business who are high performers, have skills that will be hard to replace, or if a colleague from a minority group leaves and it harms the diversity of the organisation’s people (Allen, 2008).
Occasionally, colleagues are ‘pulled’ to leave as they attracted to a new job, however sometimes colleagues feel ‘pushed’.  A poor line manager relationship can cause a colleague to become disengaged from their organisation.  Studies show a positive correlation between engagement and retention (CIPD, 2021).
Replacement of colleagues, the loss of skills and knowledge and the impact it has on remaining colleagues will incur costs.  It’s important that organisations understand where turnover could’ve been avoided as its generally linked to a level of colleague dissatisfaction.  Research has shown that approximately 90% of employees leave because of this (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  
Much of turnover takes place within the first six months of a new role so it’s important that a robust induction plan is in place (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  This was a concern in Maximus a couple of years ago when 41% of new starters left ahead of reaching the end of their probation period.  A robust induction plan reduced turnover of this cohort by 25%.  The psychological contract refers to the unspoken commitments between the employer and employee which is important for understanding dysfunctional turnover.  An employee may feel that there is a lack of development opportunities.  To resolve this, the Employer could invest in training (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  This was a recent concern for Maximus that was highlighted in staff attitude surveys.  This has been addressed with the recent launch of an apprenticeship programme, an employment advisor development programme, and a mentoring programme.    Colleagues may leave because they are dissatisfied with pay and reward; for this reason, the Employer could ensure to complete a competitor analysis to make sure salaries are competitive (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  I would recommend that Maximus conduct a competitor analysis more frequently as part of a retention strategy.  This is discussed often in terms of salary comparisons and colleagues leaving to work for competitors.  To avoid any employees leaving because of unrealistic expectations, employers should ensure expectations are discussed at interview (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  Maximus are attempting to ensure colleagues have a better idea of the job expectations by exploring the implementation of a Situational Judgement Test which will introduce candidates to the scenarios they will be faced with in the role.  They can then decide if it’s the right job for them.
CIPD (2021) recommend that to avoid turnover, employers should be flexible; fair; ensure colleague wellbeing is a priority; offer career development and progression opportunities and enable colleague voice.  In terms of retention strategies for Maximus, I would recommend continuing investing in development as there have been some exciting initiatives launched; to complete a frequent competitor analysis to ensure salaries are competitive and seek a suitable succession planning initiative to develop pools of talent for when progression opportunities become available.
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3.
Utilising the CIPD Profession Map to assess my knowledge and skill in the areas of Resourcing and Talent Management, I feel confident that my knowledge has increased in all categories listed under Associate Level.  
There are some areas that I have chosen to progress and/or explore further as part of my own CPD under the Resourcing and Talent Management activities:
· I want to explore the opportunity to work with a university to offer a student a graduate trainee programme with Maximus.  This was something the university approached us about two years ago and it sounded like a fantastic opportunity, but we haven’t been able to offer a place due to various reasons.  I wish to revisit this with the Senior Team to see what options are available for progressing this further as this would be the first placement we would have provided of this kind and the scheme has a 100% employment rate following the degree.  
· I wish to revisit the situational judgement test that we developed to reduce attrition rates by recruiting candidates with the right aptitude.  To know if the assessment is a fair predictor of retention and performance, we need to complete the predictive validity analysis.  I believe this is a worthwhile investment as if the results are positive, the test can be launched, used to sift suitable candidates for interview with the prospect of reducing attrition.  I will need to speak to my colleagues in Resourcing and HR to influence this agenda.   
· I feel there is a gap in terms of succession planning.  Following a retention research report that I undertook; I made a recommendation to invest in a pilot of a scheme which mirrored a succession planning programme.  With the significant recruitment drive taking place currently, I believe that if a talent pipeline were available, this would have enabled more internal promotions, safeguarding of skills and knowledge and increased colleague retention.  I plan to liaise with my Talent and Development colleagues to explore what options are available to implement an initiative of this nature.


