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Presenter
Presentation Notes
Welcome!  Our presentation will begin promptly at 9 a.m.

Survey 1.  What’s the status of your own job regarding Succession Planning?
I have a successor picked and am in the process of preparing them for my job.
I know who my successor will be and am exposing them to some of my job; it’s just not public yet.
I feel like I know who could succeed me but they don’t know it yet.
I have no successor in mind but have thought about it
I haven’t put any effort into the topic.
Thank you again for joining me for the latest edition of PI Friday’s with Bob – where I’ll be talking about Succession Planning.  I appreciate your listening. 
As usual, we’ll conduct several surveys during the presentation – the first one – asking about your succession planning for your own job – is up now and will be up until we actually start going through the slides of the presentation.   
Like the first two sessions, I’ll talk for a while – in this case, for about 35 minutes – and then I’ll do my best to answer your questions.  You should see a box for questions on your screen and you’re welcome to begin writing them in now or at any time during the talk.  These can be general P. I. questions or specifically about succession planning – those you’ve got on your mind now, or those that come up during the course of the presentation.  Regardless, I’ll use the time left over to try to answer all of them or as many as I can.  We’ll definitely be done by 10 am, probably earlier, and you’re always welcome to call or email after the session if there are more issues you’d like to discuss.  Our next session will be on Friday April 29th at 9 am and the topic for that session will be “The A Drive”.
I’m going to close our first poll in about 5 seconds and we’ll find out about people’s planning for their own replacements.  Tick tock. Here are the results.  Very interesting.
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Presenter
Presentation Notes
The first poll question came from something that was explained to me by a former manager many years ago – when I had my first direct reports.  He explained that one of my first jobs as a leader was to find and cultivate a successor.  If I wanted to get ahead in my current job, there had to be someone ready, willing and able to successfully take my place.  It would always make it harder for me to be promoted if there wasn’t clearly someone who was prepared to step into the position that I would vacate.   
That advice is valuable regardless of your role or position.  If you’re a single contributor, a manager or a leader, it makes it a whole lot easier for you to be considered for promotion if and when you have someone positioned to step in to your position.  While succession planning is most critical to the organization when looking at leadership positions, for each individual person, for you, the most critical aspect is about you:  Who do you have prepared to step into your role?  And if you haven’t considered the issue, isn’t it about time?
I’m taking on Succession Planning in this PI Fridays session because I’ve seen it from all angles.  I’ve worked with organizations to select and develop grooming plans for their next president.  I’ve done that same thing for a number of senior leadership positions.  I’ve contributed to the thought work behind organization wide succession planning and executive development programs.  I’ve been drawn into panicked discussions about who should replace a recently departed executive.  I’ve developed a succession plan for our own organization.  And, most importantly, I’ve seen far too many mistakes made by moving too quickly or without proper analysis when people leave and no planning has prepared the organization for the future.  I’ll try to cover some of the highlights I’ve learned over the years during this session.  
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Presentation Notes
From my perspective, best practice is having a succession plan that runs throughout your organization – from the CEO to and including every position beginning at whatever the lowest rung on your employment ladder is.  That is, if that rung is the janitor, you should have a clear idea as to where you’re going to find that person’s replacement.  The sooner you can have a replacement in place for whatever level of position, the less productivity is lost; the more efficient your organization continues to operate during the transition.
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Presentation Notes
Succession planning at its finest should be viewed as an ongoing planning system akin to strategic planning.  That is, it should be something that is strategic, ongoing, and above all, a continuing process. Succession planning combines development planning with contingency planning in a way that allows you to maintain efficiency while continuing forward motion.  Losing people, especially important, valuable people, is always hard.  Being prepared to bridge their loss with a plan that provides continuity allows you to get through the hard times while sustaining the least amount of damage.  Not having a succession plan at the janitorial level might leave your offices not as clean as they should be for a week or two.  That’s survivable.  At the presidential level, not being prepared can cost you your entire business.
Succession Planning and Leadership Development, in this context, are really one and the same thing.  So, while I’m discussing Succession Planning, the exact same process and logic applies to Leadership Development – as you’ll see as the program progresses.  Regardless of what you call it, your organization should have a system in place that builds as many internal resources as possible that allow you to maintain forward motion through the vicissitudes of working with people.  When you can facilitate changes that are both internal and planned, you mitigate risk and potential failure while maximizing internal motivation.  Succession planning does that.  That’s a good thing.
Because all of us are in position to, at the least, put in place some kind of succession plan for ourselves, I’m going to approach the discussion from a bottom up approach – starting with single contributors and middle managers. After a brief discussion of this approach, we’ll look at a more comprehensive solution.
I’m going to put up a second poll now about succession planning within your own organization.
Poll # 2.  How much Succession Planning have you done within your organization?
We’ve got a plan for our senior positions.
We have a plan for most management and leadership positions.
We’ve thought about succession planning generally but haven’t done anything yet.
We scramble every time someone leaves to find a replacement.
To put this in context, let me tell you about our Vice President of Janitorial Services here at Advisa – a position with a semi-facetious title that was first held by my own teenaged sons.  This position is a sometimes highly sought after role (though truly, sometimes, it’s not) which rotates among those ADVISA employees who have teens living at home who are willing to clean our offices on a weekly basis.  Connor, the current VP, goes to college this fall.  His successor, Rielly, has been groomed for the position for the last several years (when Connor’s on vacation) and she will take over sometime this summer.  While Connor has done a terrific job, we won’t lose a step in the transition.  This is position based succession planning at its finest.   
Before continuing, let’s take a look at our poll results regarding succession planning in our own organizations.  I’ll give you 5 more seconds to complete the poll.  Tick tock.  Here’s what we found:



Middle Management/
Single Contributors

Avoid swinging
to the opposite
end on the
characteristic
that the team
wants changed.
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When organizations don’t have a succession plan in place for middle management or single contributor positions, they can get caught up in the arch of the pendulum – at least in PI terms.  Here’s what I mean.
 Frequently, when a middle manager or single contributor position comes open, management comes together and talks about what kind of person they want in the new position.  The team in the discussion cuts right to the chase which too often translates into “What do we want in the new person that the old person didn’t have?”  So, if the past incumbent was a lowest B and communication was an issue in their performance, the discussion focuses on what was missing -with the conclusion being, “We need a highest B!  That position needs a communicator!”  Or, the previous incumbent was a low A and they couldn’t handle conflict; so the team jumps to the conclusion they want a highest A.  The team starts the job hunt for a person with a similar profile to the past incumbent but with a profile that swings to the opposite end of the pendulum on the characteristic that the team wants changed. 
 What’s wrong with this picture?  A number of things.


What’s wrong:

. No succession plan

a. No potential candidates tabbed

b. No introductory training

. No discussion of KPRs
. No PRO form

. No further job definition
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First, for all of your middle management and single contributor positions, you would be well served to think about, for each slot – especially if the slot you’re looking at is your own – what does the position ideally require?  You should consider profile, skill set, intellect and potential interest (we’ll talk about this in greater detail when we look at an organization-wide succession planning effort) when evaluating if the person you’re thinking about can perform the requirements of the job.  If you have someone in mind, discuss this with your manager and get a sense as to whether they’re in agreement on the choice.  If you’re on the same page, then talk to the person in question:  are they interested in learning some aspects of your job?  Mind you, you won’t be promising anything.  All you’re trying to do is create a situation where someone is learning some of the skills that are necessary to perform your job so that when you’re on vacation or called to do something else, they can step in and get the job done.
If or when an opening does occur, you want to treat the opening as we discussed in the Fridays session in January on Profiling a Job.  The first step is to pull out the KPRs for the job and evaluate if they are still the same or should change.  Then complete a PRO form for the job.  Performing both of these tasks should help you avoid the large pendulum swing in PI that frequently plagues these situations.  It keeps you from going too far in the opposite direction of what you had previously had.  



Short cuts driven by a
sense of desperation —
even when driven by an
Immediate need -
generally cause bigger
problems down the line.
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Whenever you have open jobs, go through the appropriate, regular hiring process to fill them.  Short cuts driven by a sense of desperation – even when driven by an immediate need - generally cause problems down the line.
 
Rather than looking at specific positions and developing a succession plan for them, let’s look at an approach to tackle the entire organization.  What should the process look like?



Succession Planning Process

. Start with the Strategic Plan
- Benchmark existing jobs

- Evaluate your people

- Fill the gaps
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It should come out of the Strategic Plan.  It’s awfully hard to think about succession planning across and throughout and organization without first having a clear picture of where the organization is heading.
Regardless of your own approach to strategic planning – and remember we can help with that if you need it – you should come out of those efforts with a sense of how or if you want your culture to change.  Do you need more risk taking?  Or less?  Do you need to be more responsive to your environment?  Or, do you need a more analytical approach to your business.  All of the answers to these questions would drive decisions about how and where you populate types of leaders into your business.  If you need more risk taking, you obviously need more Higher A lower D people in your leadership ranks.  If you need less risk, you need more higher D lower A.  That part is relatively easy to understand and put into practice.
 The strategic plan should also lay out broad corporate goals that translate into specific KPRs or Key Performance Requirements for all of your individual performers.  KPRs are performance based job descriptions that define the output required by a person doing a job in measurable terms.  This matching of the corporate goals of the strategic plan to the individual expectations of specific performers is key to building organizational confidence – it allows people to see how their work is aligned to the goals of the organization – important and valuable stuff.  
But, to our purpose, strategic planning is also the first step of building an organization wide succession plan.  It lets us know how we want to alter our culture (if we do) and what work has to be done by each of the people filling our positions.  It’s hard to think about successors without an understanding of the outcomes we want from them to begin with.
Once our strategic plan is in place, it makes sense to define the characteristics of the people we want to fill each of the jobs that need to be done.


®®® | Benchmark your jobs

- KPRs (key performance requirements)
. personality requirements

- behavioral competencies

- Intelligence measures

Copyright 2011 ADVISA & Pl Worldwide


Presenter
Presentation Notes
The strategic planning process gives us our first piece of the puzzle - providing KPRs for our jobs.  That tells us what has to be done.  In order to determine how those jobs will get done best, we want to provide as much definition as possible as to what talents and skills will allow a person to be successful in those jobs.   Personality, behavioral competencies and intellect are all factors that contribute to excellent job performance and should be benchmarked as much as possible and used to evaluate and develop candidates.
As an audience of PI users, you all know the importance of determining the personality characteristics for each of your positions.  Here you want to develop the range of profiles that are likely to be successful for each of your jobs.  We talked specifically about how to do that in the January PI Fridays mentioned earlier – which is available if you’d like to hear it - just put that note in your question box and we’ll get you the link.  Following this process of benchmarking desired profiles allows you to integrate the PRO form with KPRs and your past performance experience to determine the range of personalities likely to work best for each of your positions.  Remember, one specific profile is seldom the answer.  Most jobs have a range of profiles that can be successful. 
This is also the place where you want to evaluate some of the intangible goals of your strategic plan we mentioned earlier – especially at the senior leadership level.  That is, if the organization is light in risk taking comfort and ability, we may want to consider putting some Higher A lower D people into leadership positions even if the PRO and KPRs direct otherwise.  This kind of proactive cultural shift may require you to rewrite the KPRs for a couple of positions to create the kind of work that the people you need enjoy doing.  From my perspective, driving overall organizational success trumps the need for a specific function to perform in a specific way.
 Once you know what work has to be done and who you want doing it, you want to think about what competencies are required for people to excel in the work.  That is, what are the specific skills that an individual needs to hone in order for them to perform their KPRs to the highest possible level?  There are a number of competency programs available and I’d suggest you pick one that drives the best answers to the question, “What are the skills that will separate the best performers in this role from the average ones?”  



@ oo | Competency Examples

- business acumen - commitment

. customer focus - teamwork

- strategic insight - INnnovation

- Vision and purpose . staffing

- values and ethics - developing people
. action . performance
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This is a list of competencies from Execution – Ram Charan and Larry Bossidy’s best-selling business book.  It doesn’t matter what competency program you use, but it’s in your interest to develop and define a list of competencies for each of your jobs.  This process allows you another angle into the evaluation process for a discussion about “Why” KPRs are exceeded or missed.  In succession planning competencies are especially important because they allow you to evaluate the talents of a potential successor from the context of, “What does this person have to be working on to be ready for a new position?”



Management Competencies

Examples from ADVISA Office Manager

- Effective Communication — Clearly conveys information and ideas to others both
verbally and written. Proactively shares information of both a positive and negative nature.
Ensures others understand what has been conveyed and freely supplies additional information
as necessary.

- Accountability — Accepts responsibility for outcomes of his/her work.

- Teamwork — Effectively works and collaborates with others to address common issues and
reach common goals.

- Judgment/Decision Making — Makes timely and sound decisions. Makes decisions
under conditions of uncertainty.

- Problem Analysis — Gathers relevant information systematically. Considers a broad range
of issues or factors. Grasps complexities and perceives relationships among problems or
Issues. Seeks input from others. Uses accurate logic in analysis.

- Initiative — Self Starter. Proactive. Anticipates problems and works on them before they
become a crisis.

- Inter-organizational Contribution — Effectively supports project work and company
efforts beyond departmental, functional, or location boundaries. Works effectively with indirect,
“dotted line” reporting relationships.
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Here are the definitions of some competencies we use for our office manager position at ADVISA to give you a sense of the granularity you may want to have in your competency definitions.  I’m not going to read through any of them but I’ll give you a few seconds to get the picture.  As always, we will send you a link to this slide deck and to this recorded presentation.  
The other, and frequently the most challenging piece, that you should try to measure and assess that impacts work performance is intelligence.  I think we’ve all seen situations where someone just wasn’t smart enough to do the work they were tasked to do.  Seldom does work require genius to excel – generally it requires a level of intelligence that’s “good enough”.  The hard part is finding something that measures effectively what “good enough” is for you in a specific job.  We’ve found an instrument that appears to work across the jobs we have at ADVISA. I’ve run into at least 5 other tools that different organizations swear by.  The trick in using an intelligence test as a job standard is to be sure it correlates to success for the jobs you’re using it to evaluate.  While we’re pretty comfortable with the job validity of the instrument we use at ADVISA, we’ve worked with other organizations where its measure of intelligence had little correlation to success.  You need to make sure that whatever instrument you plan to use measures intelligence in a way that is a determinant of success for the specific job you’re using it for.  If you can find one, build it into your hiring and succession planning process.  I believe the search is worth the effort – especially at higher reaches of the organization.
Let’s take another poll and see where we’re all at in terms of defining what it is we have within our organizations to support a complete succession plan.
Poll 3.  Which of the following do you have in place?  Check all that apply.
Strategic Planning Process through to KPRs
KPRs
Personality based job descriptions
Job based behavioral competencies
Intelligence measures
None of the above
Even if we’ve got all of the above in place, the reality is, that’s not enough.  Having a strategic planning process, KPRs derived from that, personality based job descriptions, intelligence measures and behavioral competencies all do provide the parameters that allow you to know what you ideally should have in each of your positions.  But, for the succession planning process to work effectively, you should also have a plan to prepare potential job incumbents for whatever next steps are available to them in the organization.  You need to find a way to fill the potential gaps that exist between where your employees are and where they need to be to be successful in their next positions.  
There are a couple of tools I’d like to suggest that can be helpful in the process, but first let me give you a few more seconds to complete the last poll – tick tock – and lets take a look at those results regarding the tools we use.  Very interesting. 


®! Filling the Gaps
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- 9-Box
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M - Coaching

Copyright 2011 ADVISA & PI Worldwide


Presenter
Presentation Notes
There are 3 tools we have used at ADVISA that prepare people for growth and or job transformation – 360 evaluations, the 9-Box and coaching.  Each of them works a different part of the process. 
Let me begin with 360.  In my early years as a consultant, my exposure to 360 evaluations within client companies was almost universally a negative experience.  At that time, and I haven’t seen it done since in that way, there were companies that used 360s as part of the review process; and that type of usage always seemed to go awry.  People wrote their reviews from a political, self-promoting perspective.  Departments would gang up on managers.  Frequently, the process became downright ugly.
I’ve come to find out there was good reason for those results.  360s shouldn’t be used for performance reviews.  They can be used very effectively, however, to provide a reality check for people that answers the questions, “What do other people see in me – both positively and negatively? And, “Are my perceptions of how I’m seen by others accurate?”  360 evaluations can help build in your future leaders an accurate representation of how they are perceived while providing insight, especially with effective coaching, on how behaviors can be changed to fit whatever gaps are present.


Performance

O-Box Matrix

Potential

High Performance
Low Potential

High Performance
Medium Potential

High Performance
High Potential

Medium
Performance
Low Potential

Medium
Performance
Medium Potential

Medium
Performance
High Potential

Low Performance
Low Potential

Low Performance
Medium Potential

Low Performance
High Potential
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While the 360 tool, frequently coupled with coaching, is one that is intended to provide information for the employee to aid their own development, the 9-Box is intended as a tool for management to get a handle on the short and long term potential of an employee.  It is both simple to understand and easy to use.
 There are two axis’s.  Going up you have three levels of performance – low, medium and high.  Going across, 3 more relating to potential – again low, medium and high.  The idea is you go through each of your employees rating their performance and potential in each of the 9 boxes of the graph.  Those who fall in the upper right hand corner of the matrix – high performance and high potential - are those people on whom you want to expend your maximum effort and resources.  They are currently producing very well in their jobs and management believes they have the potential to go far.  
 People who have high potential but who are performing at only average levels or poor levels either need motivation, coaching or training.  Something is amiss and likely something needs to be done.  You can help.
 People who are in the top left box – high performers with limited potential probably should continue to be motivated but otherwise left alone.  They’re operating at their maximum.  People with low performance and low potential may not belong in the organization.  They’re not doing well and you don’t perceive there’s much you can do with them.  Perhaps they’ll fare better someplace else?  
The 9-box provides us with a really good sense of the talent of our organization and is another tool to put in your succession planning arsenal.



oce Coaching
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The results of 360 and 9-Box evaluations often lead to the need for coaching.  People have the right stuff in terms of personality and intelligence for a job, but they may not have the right skill or maturity level to succeed in their next position.  But, how do you make sure coaching moves people forward as opposed to becoming, as it can, a money pit?



¢ee| Coaching

o Gain agreement on the issues to be
addressed

o Identify implications of the current
behaviors

o Create solutions that leverage the
person’s strengths

o Create an action plan that addresses
the targeted behaviors
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Coaching can be very powerful – especially where and when the target wants to improve.  The first step in successful coaching engagements is having a frank discussion with the target about the areas that need to be addressed.  If the target doesn’t want to improve, there’s no point continuing the coaching.  You want to be sure your coaches are comfortable saying, “Sorry, we just can’t help here.”  Where agreement on the problem can’t be reached, coaching can’t be effective.
 Once the problem is agreed upon, the target has to understand the implications of his current behaviors on his potential progress.  The information from both the 360 and PI are extremely valuable in providing this insight.  Understanding those implications provide the ammunition to address behavioral change.
 Coaching has to work within who a person is in order to be effective.  For example, coaching a low A person to be aggressive or conflict-oriented is a coaching effort doomed from the start.  The coaching should be aimed at creating solutions that allow the person to do what’s got to be done given who they are.  It should answer the question, “What behaviors do I need to adopt when faced with conflict that I can live with?”
 And finally, any coaching program needs to result in an action plan with a feedback loop to all of the parties that includes what specific behavioral changes need to be made with whom and how.  When coaching has these characteristics it can lead to the gaps discovered in either or both the 360 or the 9-Box being filled – yielding improved performance from the target.  
.  



Creating a Plan

. Senior leader bus scenario
- Natural stepping stones

- Bench players for key positions
- 5-year window
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In the last 25 minutes or so, I’ve given you a number of inputs that go into creating a thorough succession plan, but as our surveys have shown, the vast majority of us are at square one in terms of creating a succession plan for our own organization. So, if you’re actually looking to put something together, after you’ve created your own succession plan for your job, what’s the best next step of the journey?
In my mind, if you don’t have a strategic planning process in place - and you do have the ability to influence that - you should begin there.  That provides you with the organizational benchmarks that drive KPRs and hence, the personality requirements for jobs.  It also provides you with the focus you need regarding what cultural aspects of your business you may want to change as succession transpires. 
Whether you have that or not, you should always have a sense of how you’d cope with the proverbial scenario where the senior executive gets “run over by a bus”.  You should begin the job evaluation process outlined above that will allow you to determine for each of your senior executives who might be their logical replacement.  This gives you the opportunity to think about what kind of training, coaching and development they’d need to move up.  And wherever possible you should begin the education.  Once you’ve gone through that evaluation with senior management, continue the process through to all of your key players.  Preparing people internally is simply an effort aimed at minimizing future risk.
Then begin thinking about what are the natural stepping stones you’d want future leaders to touch.  Do you want all of your future leaders to have manufacturing or sales experience?  If you do, you want to provide them with those opportunities.  Build the strengths in your people that will allow them to become future leaders in the business.
Develop bench players for key positions and begin training and coaching them - as well as providing the experiences they will need in order to be successful in whatever position you envision they might be successful in.  Recognize that you may want some of these bench players to have the profile best suited for their next job rather than their current one and hire accordingly.
Once you have all of those pieces in place, start thinking about 5-year windows.  Where could each employee go in 5-years?  How can I start to prepare them for the most likely of each of those eventualities?
?



ADVISA
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The issue of succession at ADVISA has been on my mind for a long while.  It first became critical to our business as a result of our 2006 strategic planning effort.  One of the outcomes we determined we needed then was the development of a succession plan for me.  At the time, I was 54 years old and knew I wanted the business to thrive beyond myself.  18 months later, Heather was chosen as my successor and the training, coaching and development process that began when she joined the firm accelerated.  While I still carry the title of CEO, she’s running the business operations more every day.  She’ll be officially in the President and CEO seat the first of the year.  We’ve used all of the tools I’ve described above within our organization.  The process has worked very effectively for us.
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I’ve watched many organizations follow the processes I’ve laid out this morning and seen others who simply operated on an ad hoc basis.  We’ve borrowed some of the ideas above from the best practices of some and the failings of others.  We keep looking to add to and improve upon our tool set.
I think whatever you can do to foster succession planning and all of its components within your company will serve your company well.  If you need help along the way, give your consultant or me a call along the way.  We’ll do our best to help. 
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Presentation Notes
We’ll move to our final poll of the day and as soon as we put it up, we’ll start taking questions.
 
Poll 4
How would you best describe today’s PI Friday’s with Bob?     
Loved it!  Looking forward to the next one and will recommend it to others.
It was pretty good.  I’ll probably be back.
Not very helpful.  I might listen again.  
Didn’t like it.  Won’t be back.

Feel free to post additional comments in your comment box.
Remember to mark your calendars for our next session about the A Drive which will be April 29th at 9:00 am.  And now, to your questions…


® ® ® | Next Session

Friday, April 29th

9a.m. ET
Topic: “The A Drive”

In the meantime, visit our blog at:
http://blog.advisausa.com/blog/advisa

ADVISA

Copyright 2011 ADVISA & Pl Worldwide


Presenter
Presentation Notes




Bob Wilson
® ® @ | President and Founder

bwilson@advisausa.com

ADVISA '[
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