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On the job training
Activity one
I met with my line manager to discuss Ateb’s approach to succession planning. Historically, there has been no form of succession planning at Ateb however, with the appointment of a new Chief Executive and organisational rebranding in the recent years, Ateb is now implementing initiatives to support succession planning. 
The previous Executive Management Team took a very ‘hands on’ approach therefore, did not empower or provide the remit for senior management to take on higher-level strategic work. As a result, upon his appointment the Chief Executive identified a large skills and knowledge gap between executive management and senior management. The Chief Executive expects senior management to be working at a higher level, as a result there has been a chain effect whereby, wider managers and junior roles are all expected to take on more responsibilities within their roles. Not only will this lead to a more skilled workforce, it will also develop employees ready for progression and movement into senior and executive roles if they become vacant.
Wilkinson and Taylor (2016) advises training or coaching and mentoring to address skills gaps. Ateb has implemented a bespoke leadership and management programme using an external coach whereby, managers are equipped with tools, skills and knowledge to move into higher-level work and also possessing the correct cultural behaviours and leadership style. Further to these training workshops, senior managers host an away day for their departments where they demonstrate and teach some of the tools and skills they have adopted from the training therefore, sharing knowledge and developing the workforce at a wide level.
Furthermore, one of the senior managers is a qualified coach and has offered coaching to wider team managers to help them develop their management skills and equip them with necessary skills and knowledge to progress into senior roles within Ateb. 
CIPD (2019) cite that 80% of employers maintain or improve the future skills in the business through apprenticeship schemes, and Rullion (2018) note that apprenticeships can fill current or forecasted skills gaps by growing in-house talent by training in specific areas where resources are most needed in the organisation. Ateb has Apprenticeships programmes available in Maintenance, Finance and ICT; usually at the end of the two-year programme, Ateb regrettably are often unable to retain the apprentices due to budgetary constraints. However, Ateb has experienced difficulty filling some trade roles such as Electricians or Heating Engineers in the last two years. Ateb are now researching the possibility of ‘grow your own’ Apprenticeships where Ateb will support the apprentice through college and training, providing experience to develop the apprentice and at the end of the Apprenticeship, they will remain with Ateb in a role which is difficult to fill and business critical.  
During Covid-19, Ateb had to implement short-term succession plans due to the risk of illness and self-isolation. When lockdown occurred, every senior manager reviewed their service areas identifying service changes as a result of lockdown and highlighting bare minimum operational standards. Senior managers also identified all staff who were linked to each service area and the impact if employees were unable to work; furthermore, the managers identified short-term successors for service continuity and line management if they were unable to work due to Covid-19. 

Activity two
In the last financial year, 19 people left Ateb which is considerably higher compared to normal organisational standards, plus external industry average within Housing Associations. 3 left due to the end of fixed-term contracts, 2 retired, 1 went to University, 7 moved for career progression and 6 were personal or unknown reasons. 
Ateb does not report on the demographic or business areas of leavers, instead focussing on the reason for leaving. Whilst the current statistics demonstrate the main reason for leaving as career progression, it is difficult to definitively determine the main reason due to the exit interview process which was in place during the last financial year. Also, it is unknown how many leaver reasons were ‘unknown’ affecting the data quality. 
The previous exit interview was conducted with the line manager which may encourage the employee to be less than honest or forthcoming about the reasons they are leaving. The exit interview also holds little value to managers, often being a last thought instead of using it to engage and as an opportunity to retain talent. Spain and Groysberg (2016) states that exit interview programmes fail due to poor data quality, as a result of the method of completing the exit interview and a lack of consensus of best practice; this encapsulates the previous practice at Ateb. Ateb has recently introduced a new more in-depth exit interview which is completed online to encourage honesty however, this still does not encourage meaningful conversations about retention. 
For this reason, I would recommend changing the exit interview process whereby, an impartial manager conducts the exit interview to encourage more honesty but with the manager still having enough knowledge and leverage to discuss retaining talent, or have a valued departing conversation so the employee leaves on a positive note. This would enhance Ateb’s data which will enable the organisation to draw accurate trends and implement appropriate retention strategies. 
Although, if basing retention strategies on the data available, it is apparent that most leavers left due to lack of opportunities for career progression. As an organisation of approximately 130 employees, naturally there are small departments with little scope for progression unless somebody leaves, or the department expands or re-structures. Biro (2018) cites that 93% of employees would stay with a company if they received investment in their careers. Therefore, I would recommend implementing a development programme to develop employees to equip them for progression into more senior roles, or lateral moves to enhance their experience and knowledge. Regular conversations about employee aspirations will inform managers who can help guide their employee’s development; these conversations can take place during the appraisal Achieve meetings every quarter. I would recommend a proportion of the learning and development budget is dedicated to employee professional developed aligning to career aspirations to ensure, as an employer of choice, we have the resources to support development. Furthermore, implementing a formal coaching and mentoring programme in-house whereby, colleagues are coached to develop their skills but senior staff mentor their juniors sharing their knowledge and experience. 

Activity three
I discussed my development needs with my manager based on CIPD’s 2013 Profession Map. I focused on the ‘resourcing and talent planning’ professional area as this aligned with this module and as I take a keen interest in this subject. 
As discussed in activity two whereby, I believe Ateb’s exit interview process needs to change to gain more meaningful data, I would like to promote the importance of exit interviews to managers; explaining how the data develops the methods Ateb use to retain talent therefore, determining the shape, skills and success of the future workforce. To deliver the message effectively, I agreed with my manager that I will need to enhance my knowledge of the subject first through reading, training and networking with other organisations to understand what they do and if it is effective. Furthermore, if I am knowledgeable and confident, being able to take a lead in developing a new process. My manager suggested I deliver my findings and message to managers in a presentation style to improve my confidence and presenting skills, as I am often nervous and avoid presenting if possible. 
As succession planning is in its infancy with new initiatives being developed in the recent years, as outlined in activity one, I agreed with my manager that I would network with other organisations to see what they do for succession planning and what is successful. Whilst it is helpful to speak to other Housing Associations as we can face the same barriers, my manager suggested approaching other organisations in different sectors and industries to gain a wider vision. My manager asked I return my findings to her so we can discuss and identify good ideas to bring to the Chief Executive. This will enhance my knowledge on succession planning and potentially allow me to develop new processes at Ateb. 
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