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1./ Morrisons approach to Succession planning and how this has changed

Morrisons Supermarkets PLC as a large organisation has taken a traditional formal approach to succession planning, the organisation has a very structured approach to nurturing internal talent to ensure that it delivers the recommended balance of 80/20 for insiders versus outsiders. (CIPD, 2012a) The company has used this approach since 2004, prior to this the company did not have a formal process and succession was based on individual line manager selection, therefore only providing opportunity for a select few. 

The company currently has a development program called Pathways to nurture internal talent this focusses on succession planning for Management roles at all levels. The company focusses on internal candidates as they “understand cultural nuances” (CIPD, 2020) 

Each role has a work level associated with it, the development program is focused on behaviours and leadership qualities that match the required work level and also provide a technical training program to support individual development.  
The process has recently changed as the company has undergone a large restructure which removed work level 2 positions from the structure, therefore resulting in the development program being re written for colleagues to develop to the first management role as a work level 3 manager, this has had a negative impact on colleagues who are currently on the pathways program for work level 2 as they will now need to re-apply for the program for work level 3.  The program is accessible for all colleagues to ensure fair access to opportunity. According to Taylor appraisal meetings are central to the succession planning process (Taylor, 2016) Every colleague and manager receives an annual review to discuss career aspirations and the current skills levels, each manager or colleague will then devise a personal development plan to address the skill gaps in both technical and behavioral areas.

The colleague or manager depending on the level of the pathways program, has a conversation with the line manager in the form of a structured career conversation and then complete a portfolio of pre-work prior to being accepted on the assessment centre.  The assessment centres are run by the HR function with support from operational leaders.
The company uses a structured assessment centre to assess potential candidates. The succession process focuses on developing a. pool of talent for the specified work level rather than the individual role.

The company has a structured cluster process to address store and regional succession needs for management roles, the cluster meets on a periodic basis to discuss current and future needs, this process involves the people team and then the line managers when this is relayed at store level, each line manager will be responsible for the coaching and mentoring of potential candidates to get them ready and continues when on the pathways program 

The negative points to the company approach to succession planning is that is does not address the needs of skilled colleague roles.



2./ Leavers statistics reviewing any trends, suggested retention initiatives

Reviewing retention is an important part of the HR function to ensure that the right people are not leaving the business, known as dysfunctional turnover therefore the company is not creating more vacancies than they need to.  The company should monitor leaver information to ensure they are aware of leavers and also have an awareness that not all leavers are detrimental to the company, this is known as functional turnover. (Taylor 2016)

Upon reviewing the leavers information for Morrisons Supermarkets, it became apparent that the company does not monitor this on a level larger than individual stores. The HR team for that site can track and review trends, however there is no regional or company wide reports.  

According to Taylor 90% of voluntary resignations could potentially be avoided (Taylor, 2016). The company does utilise an exit interview process to monitor leaver information, recently the exit interview was moved to an online system that colleagues completed, this removed the focus for a face to face intervention that could prevent colleagues from leaving, this may have had a detrimental effect on the number of leavers.

The largest percentage of leavers is colleagues leaving to gain full time employment, the company currently employs on small contracted hours an average of 16 hours per week and then uses overtime to reach the target of productive hours required for the weekly tasks.  The company measures contract base and the target is 90%, which means they will only contract colleague hours to 90% of the hours required to run the operation on a weekly basis.  Colleagues, to which this as their only form of employment tend to leave as they require a larger contract as overtime cannot be guaranteed.  The contract base is an excellent way of allowing the company to have a flexible workforce should trade reduce they can adjust payroll costs accordingly, however this has a negative impact on retention which is costly to an organisation. (Taylor,2016)

The next trend for colleagues leaving the business is the student population. To address the retention of students the company has developed a student transfer policy, when students get a university place away from home, the company will ensure we provide students with a position in the University town for term time and allows them to transfer back to their base location during holidays. The majority of students leave when they qualify and gain employment in their chosen field.

The retention strategy I recommend to the company is around the postgraduate colleagues, as a company we employ a high proportion of students within the workforce, as a company we should look at what can be done to retain the colleagues who have worked with us during their studies. The company should invest more time in career fairs for graduates and also carry out early career conversations with the student population to promote opportunities outside of retail, such as legal teams, finance or food technology, to discuss the opportunities that may be available to cater for their chosen subject.

3./ Development needs discussion with Line Manager

Following a discussion with my Line Manager Zoe Phillips, Regional People Manager, on 14/08/20, we reviewed the CIPD profession map (CIPD, accessed 01.08.20) and mutually agreed that my development needs to be around the training and development of managers with regards to talent planning, to support develop a robust plan for the site. 
Currently the operational management population deals with short term workforce planning on a rolling four weekly basis, however they need to get more involved in longer term more strategic workforce planning. According to Hirsh one of the misconceptions around workforce planning is that it is solely an HR function (Hirsh,2016) To ensure the company has the right colleagues in the right place at the right time, the operational managers have to buy in to the process. According to Hirsh “engaging relevant managers early in the process will be important to build a picture of the current staffing position and any issues” (Hirsh 2016) 



The managers will require training and development from myself and the HR team, I will need to plan training sessions to give the managers specialist knowledge and then provide follow up coaching sessions to develop their skill level and core behaviors.  As an organisation with a large number of frontline staff, I will need to involve middle management as well as talking to senior managers within the company (Hirsh, 2016)
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