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1b. Evaluating the change in approach to succession planning
Scope: Business as usual April 2020 – September 2020.
In the organisation I work for, historically due to the use of familial and friendship recruitment and managerial judgement, (Taylor 2016) the lack of best practice formalised succession planning has not had a massive negative effect. This is due to many of the aforementioned being in key roles so any loss has not been felt to a significant degree. However, since I joined there has been some impact due to growth which has led to mobilisation, change and some employees resisting change and choosing to move on or that change initiating some to make lifestyle choices. (Taylor 2019)
This has led to the recent identification of the need to succession plan albeit still holding a casual approach. Informal meetings have taken place and content assisted with the drafting of an organisational chart. Discussions did align with the best practice Workforce Planning Practice Process advocated by CIPD. (May 2018) Although simple, this chart enabled us to see how management is tiered, reporting lines and the identification of gaps and “one person deep” situations. It also facilitated discussion about individual’s potential.
Running alongside this has been the recent initiation for the first time in the history of the company, performance review and appraisal meetings. This is yet to complete across the organisation but circa 60% of employees have now had an appraisal. This has led to the identification of unknown skills and most importantly aspirations. (CIPD 2019) as a result of this three persons were identified as requiring successors due to retirement wishes. 
These two exercises within a period of four months gave much information and resulted in mobilisation, promotion, phased and complete retirement of varying individuals. It also led to the recruitment of a senior role – Lead Engineer when it was recognised that the existing engineer was of so much value that any departure would impact on the business. This role was marked for “new blood” to come in.
 It also led to the business owner recognising that he would like a “deputy” to be recruited due to his age and the desire to explore other opportunities for the business. This as the last senior role was, was marked for “new blood” This recruitment campaign is still on-going. With this appointment and other outsiders the staff ratio for succession planning can be evaluated as approaching 80:20 insiders to outsiders (CIPD 2012a)
I’ve also been able to evaluate that the recent development of job descriptions has also facilitated positive change to succession planning as desired competencies have been inserted into them. These cover qualifications, skills and behaviours. Many current role holders do not hold all of the relevant competencies but on any succession need, we can now seek them in individual candidates though any recruitment campaigns.
A final change is in early stages and that is to be more flexible and diverse. A first approach to this has occurred very recently in the need to recruit cleaners. The results have been very positive in that we have developed an available “talent pool” in what is a “tight market” (Taylor 2019)

2. Review of the statistics for recent leavers and suggestions for retention initiatives
Scope: Whole business
Timeframe: September 2019 – September 2020 ( inclusive of COVID)

	Role
	Area of Business
	Reason for departure
	Demographic  age/M/F
	Length of service

	Operational Manager
	Management Team
	Dismissal
	50+    Male
	12 months

	Office Manager
	Management Team
	Family Commitments
	25+    Female
	12 months

	Management Accountant
	Management  Team
	Ill Health
	60+    Male
	36 months

	Product Controller
	Supervisory Team
	Retirement
	50+    Male
	12 months

	Depot Supervisor
	Supervisory Team
	Redundancy COVID
	40+    Male
	24 months

	Depot Supervisor
	Supervisory Team
	Unhappy with change
	
	6 months

	Customer Service
	Administration
	Dismissal
	40+    Female
	24 months

	Customer Service
	Administration 
	Not Known
	40+    Female
	36 months

	HGV Driver x 2
	Ops Transport
	Redundancy COVID
	40+    Male
	18 months

	Picker
	Ops Dairy
	Redundancy
	20+    Male
	6 months

	Driver
	Ops Transport
	Dismissal
	50+     Male
	36 months

	Roundsman
	Ops Dairy
	Dismissal
	40+     Male
	48 months

	Processor x 4
	Ops Dairy
	Redundancy COVID
	20 -30 + Male
	12 months


 
Conclusions
Staff turnover figures are not kept. The above is based on the knowledge of the HR Manager but is not exact. 
A total of 17 known persons to the HR Manager left the company within a period of 12 months. There are 102 employees so this is 16% turnover. The national average is circa 15%.
17% of departures were from the Management Team
17% of departures were from the Supervisory Team
34% were conclusively at senior level
11% were from administration, if we include the Office Manager that concludes 17% from the same team.
52% were from Operations

Staff retention figures are not kept and it is extremely difficult to exact as the organisation took over 2 additional depots last year changing the total number of employee from circa 60 to just over 100.  
In reviewing these statistics the trend of dismissals is as a result of the formation of the HR team. There had been cases to investigation that had needed addressing for some time but no resource to see them through. Covid also saw some trend redundancies that luckily were low due the organisation being a key food provider. Some agency staff were utilised and I believe more employees did leave but unfortunately were not tracked. The demographic of leavers provides no insight as yet as the workforce in the roles above tends to be of the age group of the departures. 
Suggestions
One of the key retention initiatives to implement is exit interviews. In the above there are at least three circumstances that could have been explored on exit. 
The newly introduced performance review system needs to be sustained and developed. Employees who do not perform need to be identified sooner so that early intervention avoids dismissal. The management team and supervisory team would also benefit from being issued a “job satisfaction” survey to see if there are any current themes of unhappiness so the root cause can be assessed. 
Staff turnover figures and staff retention figures, best practice demands the need for these to be retained and then analysed. We can then benchmark against similar companies and use the data to promote retention as a HR KPI. (CIPD 2019)
















3. Developmental Needs
Scope: Self reflection
Following my recent activities and the on-going continual improvement to the HR function I have reflected on my development needs in the area of resourcing and talent planning. I have reviewed myself in this area against the New CIPD Profession Map. (CIPD)
I have good core knowledge of business acumen and digital working through my “A” level achievements. I have also in the last six months gained thorough knowledge of working people practice. I have also been going through cultural change as an employee myself of an organisation promoting change. 
However, I recognise that I need to learn more about cultural change and change management theory and I will read books on the subject matter going forward. 
I also recognise through reflection that I need to be more competent on data retention and analysis. I have little experience in this area. This would assist me in core knowledge and specialist knowledge. I would like to set up reporting means and produce credible data of value. I also want to promote exit interviews and need to explain why to the management team with some evidence to support my reasons. 
With respect to core behaviours I need to learn more about the commercial side of the business so that my working ways bring value in many areas. 
I do feel that I have already shown professional courage and have influenced staff retention initiatives already by being more fair and diverse. I have promoted good interview technique and would like to develop this area even more.
I need to champion better working ways more in that I would like to deliver some training workshops to members of the supervisory and management team on setting targets and work plans for employees. I would also like to complete more learning myself by watching some of the CIPD video courses.
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