On the Job Submission. 
1 – Succession Planning
While working in retail across two large retail companies I have been involved in Succession Planning.  My findings are based on my own personal experience utilising the succession tools to grow talent for myself and through the organisation implementing developing others while in a management position.  The two organisations, Tesco and Morrisons have a very similar approach to succession planning.  Morrisons is my current employer so any changes evaluated will be based on Morrisons approach. 

When I started in Morrisons in 2016 the company had a succession planning tool kit, but it was not utilised to its full potential.  Managers were often resourced externally to fill a gap. Colleagues were very rarely talent spotted and given the opportunity to develop within their own store.  This was, and still is because of lack of funding to back fill the positions or even give the colleagues extra hours to fulfil the management role they wanting to develop for.  It was also, task and operationally focussed.

I have seen a change in direction within the company, especially in the last year.  The Pathways succession planning tool has been re-written and there are People Managers within regions that champion this and have it as their specific focus. The Store Manager and People Manager of the five closest stores (cluster) hold quarterly meetings to discuss potential talent within the region.  The candidates are then given the opportunity to fulfil a management position on a temporary basis to develop their skills in a real life environment throughout the different stores, being mentored along the way by more experienced managers and having meetings with the Store Manager who will put clear next steps in place to address development needs. They must also attend specific behavioural courses within this time.   Once the candidate has completed their twelve-week programme of ‘on the job’ management experience and behavioural courses, they are then given the opportunity to fulfil a management role within the business if they pass the final ‘sign off’ assessment. 

To gain entry to the succession programme ‘Pathways’ a colleague must first show an interest in a management position and/or be talent spotted by a manager.  Annual career discussions and performance reviews are often the first insight to a career aspiration of a colleague.  The candidate must attend a ‘sign on’ assessment centre which consists of a series of tests, a group discussion, a role play and a face to face individual interview. These are conducted by Store Managers and People Managers from within the region.  An aspect that was introduced in the past year has been that the potential ‘sign on’ candidates get a detailed ‘next step’ sheet to work on from any findings from the assessment day, this did not happen previously so no constructive feedback  was actioned for improvement. 

There has been a real commitment from our region to drive succession planning within our stores to reduce the number of external candidates for management positions in the past year.  This has been clearly driven by a new Regional People Manager, sharing experience and best practice from a previous retailer. Store Managers and People Managers commit to delivering behavioural training on specific days and the behavioural courses have been re-written. 

When evaluating how the succession programme has changed over the years, it is clear to see that colleagues were developed for specific task and operational practices, not for behaviours. Very little leadership skills needed with lack of passion from management.  There is now clear commitment from the company around behavioural skills and commitment from the senior management teams to drive succession in the business. 

What is interesting is, the business has taken a more contemporary approach mentioned by Taylor and Woodhams where having a ‘talent pool’ of successors is balanced and fair and inclusive for all the workforce based on knowledge and personal attributes, not singling out a colleague for development.  Having a colleague from within the organisation will also benefit with regards to knowledge and experience. There is much debate on how to balance successor and new talent into a workforce who would in turn, bring new ideas.  The CIPD suggests that there should be an 80/20 ratio between existing talent and external talent.  (Taylor and Woodhams,2016).

2 Leavers
Based on data from 1st April 2019 to July 2020 – 67 leavers in total. 
	Reason
	Percentage
%

	Different Career
	30%

	Furloughed returners
	23%

	Did not start. Confusion over furlough T&C
	15.5%

	Disliked job
	9%

	Dismissed
	6%

	AWOL
	6%

	Relocated
	4.5%

	Temporary Contract
	1.5%

	Sickness
	1.5%

	Redundancy
	1.5%

	Student returner
	1.5%



2020 has been a difficult year for every business with the unprecedented circumstance of the Covid-19 outbreak. When gathering data from April 2019 onwards, it is clear to see that a large proportion of leavers are due to this.  Many people sought work immediately when they were either made redundant or furloughed from their current jobs.  In retail we recruited rapidly to cope with the increased spike in trade but to also replace colleagues who were ‘shielding’ and for any absences occurring.  As a business the foresight was to protect the workforce and to do this, we had to over resource for any eventuality. The furlough scheme created much confusion for many, the terms and conditions of furlough were not very clear at the start and as the data states 15.5% of candidates seeking work did not actually physically work with us although a position had been entered on the system for them. In the months following the easing of the crisis when businesses started to reopen, a large proportion of furloughed employees handed in their notice and have returned to their original employer.  This constitutes 23% of the leavers during this time and is still ongoing. 
When analysing the data pre Covid-19 most leavers at 30% are for a different career.  The reasoning behind this, is colleagues requesting an increase in contract.  Most colleagues in retail are employed on small part-time contracts to enable the business to have flexibility in the workforce.  When increased hours are requested and denied due to business reasons the colleagues seek employment elsewhere.
I have gathered information off the Regional Manager for South Wales (25 stores) and although there is no hard data to hand at this moment in time, there are obvious trends in demographics.  Haverfordwest and Evesham store are quite remote and tend to have a lot of long serving colleagues.  This is due to the lack of job opportunities presented in the area, where as Swansea and Cardiff have a very high labour turnover, not only are the opportunities more readily available, they also have large universities with students actively seeking employment. Ebbw Vale and Caerphilly have a large labour turnover, and this is believed to be as a result of a ‘union’ led approach to work, therefore when recruiting, it is tailored around these statistics. 

 The initiatives available to employees is very generous. There is an annual bonus of 6% for the whole of 2020, 15% discount for yourself and 2 other people of your choice, annual pay increase, 6 weeks annual leave a year, sick pay, death in service pay out, Pension plan, Save and You Earn Scheme, 2 weeks bereavement leave, Apprenticeship training programme, My Perks initiative where you get many discounts for other retailers and Individual Private Medical insurance for Managers (Store Manager whole family ). 

Over the past few months when recruiting, I have reviewed the ‘right hours right place’ planning tool and implemented larger contracts for employees, hoping that this will decrease the number of colleagues seeking employment with larger contracts elsewhere. I believe this will help retention. Having an open and honest conversation at the interview stage and setting out clear expectations from the business reference flexibility will also benefit.  As there is no hard data from the business retained, I also think that collating and analysing data would give a clear indication of where the company opportunities lie.  

Data from ONS.org states that Flexible working has become a sought-after position.  From 2012-2018 figures state that people choose to work part-time rather than full-time. Since June 2014, all UK employees have had the right to request flexible hours. Flexible working patters in the public sector are strongly influenced by the demands of jobs that are not 9 to 5.  I feel this is also reflected in the world of retail where there is an option to work in a business that operates 24 hours 7 days a week. (ONS, 2020)

-CIPD Profession Map

I have discussed development needs with my line manager with reference to the Profession Map, Purpose, Core Knowledge, Core behaviours and Specialist Knowledge.  We both agree that my personal development need lies within specialist knowledge, with reference to Grievance and Appeals.  A plan to buddy me up with a more experienced manager to gain insight to this, by taking notes in an official capacity to learn for the next six months.  We also discussed that this would grow my confidence within the role. I have a wealth of experience in resourcing and talent planning for the business but not had much exposure to this field.  With reference to the above activities, particular attention needs to be on core knowledge, business acumen. There is a need for the business to address this in gathering data, collating it through online statistics for Human Resources to use. In turn I would have the opportunity to coach and develop the managers in labour turnover within our control. By collating such data through an ‘exit interview’ it could be possible that colleagues leave through lack of support and training. Leavers questionnaire is a development opportunity for the management workforce in my organisation and something that needs focus.

In summary a clear weakness is that managers are unaware of the reasons why colleagues leave the business.  A process needs to be put in pace to address this via a coaching session in the management population.  The behaviours that need attention, I feel, revolve around the ‘valuing people’ core behaviour mentioned in the Profession Map.  Listening and responding is one of the ‘ways of working’ for Morrisons and this will really come alive when creating a culture that engages feedback from the colleagues. This will work hand in hand with well-being and trust within the organisation.  (CIPD, 2020)
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